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1. Introduction

1.1 Purpose

The purpose of the Welfare Data Tracking Implementation Project (WDTIP)
Implementation Strategy isto detall the Project’s high level gpproach to the planning and
execution of al of the WDTIP system implementation activities. This strategy isintended
to outline the most effective and gppropriate activities for the successful implementation
of the new system, while minimizing costs and risks. Implementation activities refer to
those activities that must be completed to roll out the new system onceit has been
developed and fully tested. These seven implementation activities include stakeholder
communications, data conversion, system rollout, training, change leadership, change
request and Help Desk procedures. The intent of the | mplementation Strategy isto lay
the foundation upon which the Project’ s detailed | mplementation Plan can be built.

1.2 Project Overview

This section provides an overview of the WDTIP, ddineating Project definition, purpose
and objectives, and scope to provide the reader with the context for decisons made
regarding the implementation strategy and associated activities.

1.2.1 Project Definition

The WDTIP is a system development project that includes overall project management;
designing, building and testing the system; developing and executing user training;
communicating with interna and externd stakeholders, and deploying the system. In
addition, data will be converted from county systemsto the WDTIP database. It is
anticipated that this data converson will entall both automated and manua methods.
Subsequent ongoing batch data |oads from the counties are dso included in the WDTIP.
The scope of the Project is further discussed in the 1.2.3 Project Scope sub-section of this
document.

1.2.2 Project Purpose and Objectives

In response to the Personal Respongbility and Work Opportunity Reconciliation Act
(PRWORA) of 1996, the State of Cdlifornia passed Assembly Bill (AB) 1542. AB-1542
indtitutes the Temporary Aid to Needy Families (TANF) program in Cdiforniaand
imposes welfare time limits, as well as new programmétic and igibility rules. In

addition to wdfare time limits, AB-1542 mandates work requirements through the
Cdifornia Work Opportunity and Responsbility to Kids (CAWORKS) program. Asa
result of the CAWORK s program, county welfare departments are required to have a
mechanism to track digibility time limits, and other related deta on an individud levd,
across counties and over time to comply with the tracking requirements of both State and
Federd mandates.

The purpose of the WDTIP, therefore, is to provide a communication mechanism and
central data repository that can be accessed by dl technol ogy-enabled counties and
relevant agency systemsin order to meet the requirements of Statewide Automated
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Wedfare System (SAWS) legidation and the TANF and CalWORKSs programs. WDTIP
addresses the immediate need for Federa and State Welfare Reform tracking
requirements imposed by the Federd PRWORA, AB-1542 and relevant All County
Letters (ACLS) issued by the Cdifornia Department of Socid Services (CDSS).

To thisend, the objectives of the Project are to satisfy the aforementioned legidative
requirements by providing a statewide repository for Welfare Reform data e ements and
to facilitate communication between disparate county welfare and statewide wefare-
related systems. The primary data to be collected, caculated (if necessary), and tracked
for gpplicants/recipientsincludes:

o TANF 60-Month Clock
o CaWORKSs60-Month Clock
o Wdfareto Work (WTW) 18/24-Month Clock

1.2.3 Project Scope

The overdl objective of the WDTIP is to provide a communication mechanism and
central data repository that can be accessed by dl technol ogy-enabled counties and
relevant agency systems. In addition, it must enable counties to meet the requirements of
Whdfare Reform. The scope of the WDTIP includes design, congtruction, testing and
implementation of asystem that will dlow dl 58 Cdifornia counties to accurately track
individua welfare recipient information to meet the requirements of both State and
Federa Welfare Reform. The Project so conssts of the development of Customer
Information Control System (CICS) screensto view data and 10 operations and
management reports. A one-time data conversion of county data will be required for the
initid load into the database with subsequent ongoing loads performed by counties.
Examples of datato be tracked include:

PRWORA time clock calculation
CAWORKSstime clock caculations, including exceptions and exemptions
Diversion program and payment information

Sanction information to provide appropriate CaWWORK s sanction data across
counties

0O 0O 0O O

The data conversion of county datato populate the WDTIP database will be avitd
component of the WDTIP. Understanding that some counties do not maintain the level of
historica data necessary to initidly provide information required for accurate time clock
cdculations, the qudity of the data and the resulting time dock cadculation will improve
as counties begin using the system to collect and maintain the required time tracking data
elements. Therefore, the Project scope includes the following data conversion activities:
design, development, testing and implementation of conversion programs including, but
not limited to, the following:

0 ldentification of required county data € ements to populate the WDTIP database
o Identification of county file format requirements
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Development of edit and error processing rules

Assstance with the one-time initid data converson

Devedopment of ongoing load requirements for county data into the WDTIP database
County technica resource guidance for development of extract requirements

0O 0 0O O

In addition, the scope of the Project will include the following implementation activities:

Regiond training sessions

Regiond information sessons

County vidts as needed

Cons stent and ongoing communication with stakeholders
Implementation support

0O 00O 0 O

The scope of this Project does not include:

0 Resourcesto convert county datainto a standard file for data conversion and ongoing
data loads

0 Assging agencies/counties with the design and development of county welfare
system screensto view WDTIP data

o Deveopment or management of any changes to the Statewide Client Index (SCI)
system

1.2.3.1 County Data Conversion

Because Medi-Cd Eligibility Data System (MEDS) does not supply al the needed data,
SAWS Information System (SIS) cannot currently provide complete data tracking or
correctly cdculate cumulative time-on-aid. To cdculate accurate time clock data, the
WDTIP database must be populated with direct county data via a one-time data
conversion and ongoing updates. The WDTIP Team, with the input of counties, will
develop conversion specifications and a slandard file format to support each county's
conversion and update efforts.

Each county will then be responsible for providing the conversion data files to populate
the WDTIP database. Ongoing data files will be provided by either the individud county
or the associated consortium system. County technical resources will be needed to
produce the conversion extract. It isimportant that al counties participate in this
converson effort in order to generate complete, accurate and meaningful data.

1.3 Re-use of Completed SAWS-TA Products

Since WDTIP builds upon the work completed during SAWS Technica Architecture
(SAWS-TA), reuse of many SAWS-TA products was anticipated. As examples, work
initiated for SAWS-TA business requirements and stakeholder communications was used
as the foundation for the Updated Business Requirements Document and the Updated
Stakeholder Communication Plan. Additiondly, SAWS-TA change request and Help
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Desk procedures will be incorporated into both this Implementation Strategy and
findly the mplementation Plan.

1.4 Approach

This document provides the high level gtrategy for the seven WDTIP implementation
activities stakeholder communications, data conversion, system rollout, training, change
leadership, change request and Help Desk procedures. A communication strategy was
determined during the firs months of the WDTIP, and incorporated into the Updated
Stakeholder Communication Plan, that was completed in June 1999. The remaining
four implementation activities — data conversion, system rollout, training and change
leadership — represent new activities to the WDTIP and warrant detailled andyssto
determine the direction the WDTIP will take. The list below details the satus of each of
the seven components, and our high level gpproach to determining the best solution for
implementing each of these activities.

o Stakeholder Communications — Stakeholder communications includes dl the
externd two-way communications conducted to educate, inform and solicit
information about the WDTIP.

A drategy and an implementation plan have adready been devel oped for stakeholder
communications The Updated Stakeholder Communication Plan was approved in
June 1999.

o Data Conversion — Data converson isthe process used to initidly populate the
WDTIP database with county- specific data and to conduct ongoing data updates.

Since the commencement of WDTIP, a consderable amount of information has been
gathered to develop the Strategy for the conversion of county-specific data. In June
1999, the WDTIP Team solicited information from county representatives during the
Joint Requirements Planning (JRP) session. In July 1999, the Team sent a conversion
survey to dl 58 counties and conducted follow-up interviews to determine the most
gopropriate approach. Lastly, ameeting specificdly targeting conversion issues was
held during the Joint Application Design (JAD) session in August 1999. This strategy
incorporates the results of the meetings, survey and interviews and will detail the next
geps for data converson. This strategy aso includes an evduation of dternaivesthe
Project considered during the design of data conversion and ajudtification for the
selection made.

o System Rollout — System rollout is the process by which the new screens and system
functiondity are made available to the end users.

This grategy is closdy linked to the data conversion strategy and essentidly drives
the training srategy. The anadlysisfor this srategy includes an evauation of
dternatives that were consdered and justification for the selection made.
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o Training — Training is defined as the formad ingruction of county trainers on the
WDTIP system. County trainerswill be trained to make online inquiries, navigate
through screens, read reports, and perform online data transactions including the
ability to add, update and delete. These trainers, in turn, will then train gppropriate
members of thar saff.

o Change L eader ship — For the purposes of WDTIP, change leadership is defined as
the process by which business process changes resulting from the WDTIP
implementation are identified and implemented in the counties.

The change leadership process is undertaken when a new automated system is being
implemented and there is a need to integrate the new automation into the business
workflow. Our god isto assst countiesin determining how to incorporate the new
system into their current business processes especidly in the business areas of file
clearance and digibility determination. This strategy includes an evauation of
dternatives and judtification for the sdlection made.

o Hep Desk Procedures— The WDTIP Help Desk will provide support to the counties
during implementation and throughouit the life of the WDTIP system. Users and other
stakeholders can access the Help Desk via phone, facamile, e-mail and regular mail
to obtain assistance with or ask questions about the gpplication, screens, reports and
connectivity of the system. Users and other stakeholders may aso obtain information
on current and future Project activities, aswell as Project datus.

Help Desk procedures were developed during the SAWS-TA Project. Because most
of the procedures for the Help Desk are till valid, these processes will be updated to
mest the requirements of the WDTIP. The sirategy details how these procedures will
be updated.

o Change Request Processing — Change request is a process that provides
stakeholders, including users, a method to request changes, corrections or
enhancements to the WDTIP system.

Change request procedures were devel oped during the SAWS-TA Project. Because
most of the procedures for change requests are il valid, these processes will be
updated to meet the requirements of the WDTIP. The dtrategy details how these
procedures will be updated.

The Implementation Plan, due for completion on January 28, 2000, will provide the
detailed, step-by-step gpproach to implementing each of the strategies.

1.4.1 Objectives
The following are specific objectives of the WDTIP implementation strategy:

o Determine the most appropriate (effective and efficient) implementation Strategy for
the WDTIP
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o Evduate options within the change leadership, training, data conversion and rollout
drategies. The activities completed to eva uate the options within each of the
drategies are included below:

» Describe possible scenarios for implementation

> |dentify evaudive criteria and congraints that impact the implementation and
define the risks to achieving success

» Evauate each of the scenarios by using the specific criteria

» Select the most appropriate strategy

> Provide detail about how the strategy will be further developed into aplan

o ldentify and update, if necessary, aready-devel oped strategies, plans and procedures
in place for the Help Desk and change request procedures as well as the stakehol der
communication drategy

1.4.2 Assumptions and Constraints

Assumptions as they relae to the specific implementation areas are discussed in
subsequent sections of this document. However, the following general assumptions have
been made regarding the WD TIP implementation effort:

o The State will provide adequate resources to manage the implementation effort.
o Countieswill be able to work within the aggressve WDTIP implementation schedule.

o Counties and the four consortium groups will be respongible for specific activities
(i.e., converting data and training end users).

a The components of the implementation strategy were developed in the same order
that they appear in this document. Once a component strategy was developed, the
remaining strategies were then built on the assumptions aready made and the
aternative approaches that had been sdected. For example, the rollout strategy
andysis builds on the data converson strategy selected, and the training Strategy
builds on the rollout strategy selected.

o The PreeSAWS database or Pre-SAWS system is aterm that will be used to describe
the system that was developed and implemented during the SAWS-TA Project. The
terms “WDTIP database” or “WDTIP system” will be used to describe the new
database and new system into which data will be converted.

The following are condraints to successfully implementing the WDTIP system:

o Counties have limited resources to complete implementation activities (i.e,, data
conversion, training and change leadership activities).

o Not dl counties can provide al the historica data necessary to accurately caculate
theinitid time clocks

o TheWDTIP haslimited and relaively fixed resources available to implement the new
Ssysem.
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1.4.3 Potential Barriers to Effective Implementation

The following risks specific to the WDTIP have been identified through a joint effort by
project management, externa quality assurance (Q/A), and the Independent Verification
and Vdidation (IV&V) vendor. These risks represent potentia barriers to the successful
implementation of the WDTIP system, and were considered as we determined our
implementation Srategy:

o Generd lack of knowledge in the counties about the Project objectives, time frames
and sysem functiondity

o Gened lack of county buy-in

o Generd lack of county commitment to the Project

o Dependence onindividua counties data for successful conversion

o Higtory of scope change and scope creep

o Minima State and county resources for training, data converson and rollout activities

o Competition from other county implementation projects (e.g., Y 2K, Wefare Reform,
Consortium system implementation, EBT)
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2. Acronyms

Thefallowing isalist of commonly used acronyms on the WDTIP and in this document.

Table 2-1: Acronym List

Acronym ‘Phrase/Name ‘
AB Assembly Bill
ACL All County Letter
CaWORKs CaliforniaWork Opportunity and Responsibility to Kids
CCB Change Control Board
CDSS California Department of Social Services
CICS Customer Information Control System
CIN Client Index Number
C-lv Consortium IV
CDHS California Department of Health Services
EBT Electronic Benefit Transfer
GEARS GAIN Employment Activity and Reporting System
GEMS GAIN Employment Management System
GIS GAIN Information System
HHSDC CaliforniaHealth and Human Services Agency Data Center
ISAWS Interim Statewide Automated Welfare System
V&V Independent Verification and Validation
JAD Joint Application System Design
JRP Joint Requirements Planning
LEADER Los Angeles Eligibility, Automated Determination, Eval uation and Reporting System
MAGIC Merced Automated Glaobal Information Control
MEDS Medi-Cal Eligibility Data System
PRWORA Personal Responsibility and Work Opportunity Reconciliation Act
PTS Project Tracking System
Q/A Quality Assurance
SAWS Statewide Automated Welfare System
SAWS-TA Statewide Automated Welfare System — Technical Architecture
SClI Statewide Client Index
SIS Statewide Fingerprint Imaging System
gS SAWS Information System
Printed Date: 12/18/00 10:52 AM 11 Last Updated:12/18/00 10:52 AM
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Acronym ‘Phrase/Name
TANF Temporary Assistance for Needy Families
TOA Time-on-Aid
WCDS Welfare Case Data System
WDTIP Welfare Data Tracking Implementation Project
WICAR Ventura County’s Eligibility System
Y2K Y ear 2000
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3. Implementation Strategy Summary

3.1 Introduction

This section summarizes the overal implementation strategy of the WDTIP. The
approach discussed here is based on the more detailed analyses documented in sections 4
through 8 of this document.

3.2 Strategy Summary

ThisImplementation Strategy is broken down into seven sub-drategies, each of which
isdiscussed in later sections of the strategy. These sub- sirategies address the following
activities

Stakeholder Communication (Section 4)

Data Conversion (Section 5)

System Rollout (Section 6)

Training (Section 7)

Change Leadership (Section 8)

Help Desk (Section 9)

Change Request (Section 10)

O 000 D0 0O

To determine the WDTIP dtrategy for each of these implementation activities, the
WDTIP Implementation Team identified the various options available to the Project to
accomplish each activity. For example, in discussing the Project’ s dternatives to execute
system rollout, the WDTIP Team determined that we could ether rollout the new system
(1) concurrently, that is, rollout al counties a the same time or (2) by phasing counties
over atwo-month period of time. Based on specific evauation criteria, assumptions and
congtraints, we completed an anadysis of the benefits and drawbacks of each approach,
and identified the Strategy that would best meet the needs of the counties and the State.

The paragraphs below outlines the Project’ simplementation strategy. It is based on our
evauation of dl viable options and, we believe, represents the best approach to
implementing the new WDTIP system.

3.3 Stakeholder Communication Strategy

Our drategy for determining how the Project will communicate with and receive
communications from WDTIP stakeholders was determined by first identifying our
stakehol ders and then determining the communication methods gppropriate for each
stakeholder. The Updated Stakeholder Communication Plan, which was submitted and
approved in June 1999, specificaly outlines with whom the Project will communicate,

how the communication will be executed, and how often the communication will occur.
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3.4 Data Conversion Strategy

The selected data conversion strategy emphasizes a hybrid approach to data collection.
For both the initid data converson and ongoing data loads, data will be collected using
three distinct methods. These include:

o Standard County File: Each county will extract and send to the WDTIP database,
viaafile transfer protocol, the data € ements required for the calculation of the TANF
and CaWORK stime clocks. This data includes, for example, program participation
and exceptions and exemptions.

o MEDS: The Cdifornia Department of Hedth Services (CDHS) will extract from
MEDS and transfer to the WDTIP database data e ements not required for calculation
of the TANF and CaWORKSs time clocks. This dataincludes, for example, Alien
Number.

o Onlineinput: Countieswill manudly input data eements not retained in automated
systems. These data e ements are restricted to child support reimbursement, norn
Cdifornia program participation, Supportive Services Only and Diversion.

Data conversion will be phased by county (or by severd counties a once), and will end
no later than July 31, 2000.

3.5 System Rollout Strategy

The sdected system rollout strategy will work in conjunction with both the training and
data converson agpproaches. All 58 counties will be given concurrent access to the new
screens and system functiondity. To ensure counties do not lose any current Pre-SAWS
functiondity during the trangtion from Pre- SAWS to WDTIP, the Project will load the
new WDTIP database with Pre- SAWS SIS data using the standard file format and
converson load programs. As county data conversons are phased incrementally over a
one- to two-month period, the SIS derived datawill be updated with county specific data
from the converting county or counties.

3.6 Training Strategy

The training strategy provides a flexible method to train county trainers, and provide
them tools to train their own county staff. All county trainers will be trained prior to
system rollout, and be alowed sufficient time and effective training materids to facilitate
the training of their own gaff. County trainerswill be trained beginning six weeks prior
to rollout. Those counties trained earlier in the schedule will be those that require
additiond time to develop county training programs and execute aff training (it is
anticipated that these will be the larger counties that require alittle extratime). Those
counties trained later in the schedule will be those who prefer to give “on thejob”
training in the production environment (it is anticipated that these will be smdler
counties with fewer aff to train).
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3.7 Change Leadership Strategy

The change leadership srategy will work together with both the training strategy and the
Updated Stakeholder Communication Plan. To help counties identify and implement
new business process changes, the WDTIP Implementation Team will identify the high-
level business processes impacted by the new system. These processes, no doubt, will be
in the business areas of file clearance and dligibility determination. The Implementation
Team will document the generic changes to business processes, and assist counties
determining the specific business processes to implement in their respective counties. The
Team will accomplish this by developing business andyss templates to assst counties
with identifying changes. The Project will communicate to counties the high-leve

business process impacts and provide them a sound approach to complete a detailed
andysisin their respective counties. The mediathat will be utilized to communicate
business process changes include, but are not limited to, WDTIP regiona meetings,
training sessons, the WDTIP Information Letter, consortia specific meetings and the
Help Desk Bulletin.

3.8 Help Desk and Change Request

The purpose of the WDTIP Help Desk will be to provide support to the counties during
implementation and on-going use of the WDTIP system. Users will be able to accessthe
Help Desk via phone, fax, e-mail and regular mail to obtain assstance with or ask
questions about the application, screens, reports and connectivity of the system. Users
will dso be able to obtain information on current and future Project activities, aswell as
on Project status. The WDTIP Team will develop detailed Help Desk procedures that will
build upon the already proven procedures of the SAWS-TA Project. Second level
WDTIP Help Desk support will be provided by HHSDC staff located at the Cannery site.

Change request is a process that provides stakeholders, including users, with ameansto
request changes, corrections or enhancements to the WDTIP system. The change request
and Help Desk drategies are closdly linked (i.e., the Help Desk will serve asthe vehicle
for users and individuds externa to the Project to request changes to the system).

Upon submission of arequest, the Help Desk staff will document the request and forward
it to the Change Control Board (CCB) where formal change request procedures will be
initiated. These procedures include discussions regarding the best approach to resolving
the request, approvals, execution and communication of the change. If the change request
is deemed not to be within scope, the CCB will notify the Help Desk staff who will then
notify the requestor and track the interaction. If it is accepted, the CCB will notify the
Help Desk gaff of the acceptance and they will then notify the requestor and track the
subsequent development activities for purposes of updating the appropriate staff. All
change requests will be tracked using the Project Tracking System (PTS) database.
Proven change request procedures were developed during the SAWS-TA Project and will
be enhanced for the WDTIP.
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4. Stakeholder Communication Strategy

Because the new system will impact the way businessis currently done in Cdifornia's
welfare departments, timely, consstent and adequate communication of information to
potentially impacted stakeholders is essentia for the Project’ s success. Stakeholders
should understand the details regarding the functiondity of the new system, the
implementation efforts, and the resulting impact on individud roles, aswell as how
utilization of the new system may affect current business processes. In addition, it isalso
important that the communication approach provides the structure for a feedback
mechanism to ensure stakeholders have the ability to effectively communicate with the
WDTIP Team.

Due to the importance of the communication efforts, the communication strategy and

plan were devel oped early in Phase 1 of the WDTIP. The document that resulted is cdled
the Updated Stakeholder Communication Plan. The objectives of this Plan include the
following:

Inform internd and externa stakeholders

Enroll stakeholders and promote change

Prevent un-channeled communication and curb rumors
Obtain feedback from stakeholders

Generate enthusasm and excitement

Support the change leadership process

O 000 0O

In developing aforma communications program, the following determined the specific
task assgnments and schedule for communications:

The current and desired Stuation and environment

The stakeholders involved

Information needs (i.e., message, frequency, messenger)
The mogt effective communications media

0O 0 0O O

To accomplish the above, the Updated Stakeholder Communication Plan includesthe
following sections:

Section | Overview — This section provides ahigh level overview of the Project as
well as expresses the importance of communication efforts. This section
as0 includes the communication objectives, potentia barriers to
communication, expected benefits of aforma communication plan, the
factors that will be critical to the plan’s success, and the assumptions
specific to successful communicetions.

Section Il Stakeholders — This section identifies the stakeholders that will be
affected by the system implementation and therefore will need to be
communicated to on some level. Understanding the various stakeholders
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and their specific information needs and their ability to influence and
affect outcomesis criticd to the implementation effort.

Section Il Message Types — Once the stakeholders are identified, the types of
messages that will need to be communicated to them must be identified.
This section includes alist of those message types with their respective
descriptions.

Section IV Communications Media — This section outlines the communications
media gppropriate for not only the type of message that will be
disseminated, but aso the audience (stakeholders) to which the message
will be communicated.

SectionV  Approval Process — This section includes aforma communications
approval process. This approval process isintended to ensure that
messages to be disseminated are consstent and appropriate. Additiondly,
because one of the critical success factors of a communication effort isthe
timeliness of messages, it isimportant that al Team members responsble
for communications understand this process so messages are not
unnecessarily delayed.

Section VI Media Matrix — The media matrix was developed to provide the reader
with more specific information regarding the various communications
media. The matrix includes each of the mediaidentified as appropriate for
our purposes and then describes the media s format, frequency, tone and
level of detail, how the mediawill be used for our purposes, and finaly
the target audience we should expect to reach.

Section VII Communication Strategy Matrix — The communication Strategy
matrix was developed to provide the reader with the strategy for
developing and ddlivering communications targeted to the individud
audiences, meet the communications objectives, and convey the
gppropriate messages. The matrix includes audience, objective of
communication, the message, the method to be used, the party responsible
for communicating the message, and the timeframes in which the message
will be communicated.

In addition to the above, the Updated Stakeholder Communication Plan includes
various sakeholder contact lists aswell asahigh level schedule of communication
activities.
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5. Data Conversion Strategy

5.1 Objective

The objective of the data converson strategy andysisisto identify and examine the
various options consdered to initidly populate the WDTI P database with county data,
and to conduct ongoing data updates. The god of the andysisisto sdlect the strategy that
best suits the needs of the State and counties, given specific assumptions and congtraints.

5.2 Introduction and Definition

For the purposes of thisanadyss, data conversion is defined as the process by which:

o The WDTIP database will beinitialy populated with county specific data dements
necessary to meet the business requirements of the new system

o The WDTIP database will be updated regularly to reflect changes to the affected data

Initial data converson and ongoing updates can be accomplished in three digtinct ways.

o Automated method: This method is the process of populating the new database by
extracting the required data e ements from one or more systems using automated data
conversion programs and tools, transferring the data eectronically viaafile transfer
protocol, and loading the data into the new database through load programs. This
method requires system coding to extract data from the originating system(s) and to
transfer the data to the source database. It aso requires the development of data
loading programsto load the data into the new database, as well as a method to
receive data updates.

o Manual method: This method is the process of converting data using online input
into the database. This method requires saff to input theinitia dataload and ongoing
data updates using online screens in the production environment, and requires the full
development and roll out of the new system prior to the commencement of data
converson activities.

o A mix of automated and manual methods: This method is the process of populating
the database using a combination of the above mentioned methods. Generdly
gpeeking, this method is utilized when an automated gpproach is preferred, but
manud input is required for those data eements retained in physica case folders.

This andygswill result in the identification of the best goproach to populating the
WDTIP database with the data necessary to meet the business requirements of the new
system. Each of the dternative strategies discussed is an automated, manua or ahybrid
approach to data conversion.

It isimperative that the WDTIP database contains the data € ements necessary to
cdculate and display specific recipient tracking information to help digibility workers
determine one-time and ongoing digibility to the CAWORK s program. This information
includes:
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Diverson Information

TANF 60-Month Clock
CaWORKs 60-Month Clock
WTW 18/24-Month Clock

0O 0 0O O

One of the sgnificant chalenges of the strategy will be to devel op an approach to convert
historical data required to caculate the TANF and CalWORK s 60-month clocks. The
CaWORKSs program dictates that non-exempt recipients recelve cash assstance for no
more than 60 months, commencing January 1998. TANF rules dictate that non-exempt
recipients receive federally funded cash assistance for no more than 60 months,
commencing December 1996. These rules necessitate the conversion of historica data
dating as far back as December 1996. This data may not be easily accessble, snce many
counties have recently converted to new digibility syslems (and did not convert history),
have dready archived or purged this historical data, or store this datain paper case
folders.

The SIS database is currently populated with MEDS and MEDS-derived data. Although
MEDS cannot provide al of the mandatory € ements required to caculate the above
bulleted data, the data conversion strategy must ensure current Pre- SAWS functiondity is
not diminished in the trangtion to the new system.

5.3 Assumptions and Constraints

For the purpose of this andyss, specific assumptions have been made and condraints
identified that impact our analysis. The assumptions and congraints are listed below:

5.3.1 Assumptions

o State resources shal be assigned to assst with data conversion and rollout activities.
These resources will assst with developing the data conversion plan, and work with
externa agencies and counties to promote buy-in.

o Mog of the required data eements for converson resde in avariety of systems.
These include the county welfare systems, county employment services sysems and
MEDS.

o Thefollowing data dements, which are required for the calculation of time clocks,
may not reside in al counties' automated systems:. child support reimbursement,
Diversion, Supportive Services Only, and non-California program participation
information.

o WDTIP hasreceived awaiver from Executive Order D-3-99 that limits new project
gpprovas to only those projects legidatively mandated or related to Y ear 2000 (Y 2K)
corrective activities.

o All counties or their vendor representetive are technicaly able to provide asingle
datafile (one-time and ongoing), regardiess of the number of systems from which
datais extracted.
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0o Individud counties are responsible for conversion data mapping and extraction
activities.

o DHSshdl continue to provide limited MEDS data to populate the WDTIP database.

0 Per the Electronic Benefit Transfer (EBT) Project schedule, EBT activities will not
impect the WDTIP implementation, Since design activities for that project do not
begin until 2001.

o Per the Statewide Fingerprint Imaging System (SFIS) Project schedule, SFIS
activities will not impact the WDTIP implementation effort.

a There are no specific schedule congtraints that woud prevent MEDS and Statewide
Client Index (SCI) projects from completing WDTIP data conversion activities by
July 2000.

o Thereaeeght digibility sysems from which data must be extracted. Each of the 58
counties utilizes one of these sysems. These systemsinclude:

1. Interim Statewide Automated Wefare System (ISAWYS)
2. Timeon Aid (TOA) System

3. Riversde County’ s Eligibility System

4. Ventura County’ s Eligibility Sysem (WICAR)

5. Merced County’s Eligibility Sysem (MAGIC)

6. Stanidaus County’ s Eligibility System

7. Los Angdes County’s Eligibility Sysem (LEADER)

8. San Bernardino County’s Eligibility System

o Each county utilizes various employment services systems to administer the WTW
program. These may include, but are not limited to the GAIN Information System
(GIS), the GAIN Employment Management System (GEMYS), the GAIN Employment
Activity and Reporting System (GEARS) and county developed systems.

o The county and consortia attendees at the JAD session provided accurate information
regarding the data conversion capabilities of the counties' and consortia systems.

o ThePreeSAWS database or Pre-SAWS system is aterm that will be used to describe
the system that was developed and implemented during the SAWS-TA Project. The
terms “WDTIP database’ or “WDTIP system” will be used to describe the new
database and the new system into which data will be converted.

5.3.2 Constraints

o County datais required from December 1996 to meet the data tracking requirements
of TANF.

o Although Merced, Venturaand Welfare Case Data System (WCDS) counties
maintain data from December 1996 in archived files, ISAWS, LEADER, Stanidaus,
San Bernardino and Riverside counties' automated systems do not retain historical
data from December 1996.

o There are specific data dements that must be supplied from county systems since
MEDS does not retain these elements. We will refer to these data elements as
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mandatory, because they are necessary for the calculation of the TANF and
CAWORKSs time clocks.

o LosAngdes County will be fully converted to LEADER no later than July 15, 2000.
LEADER implementation is required for data conversion because mandatory county
data dementsresde in the LEADER system.

o WCDS TOA sysem will beimplemented in dl WCDS counties no later than June 1,
2000. TOA implementation is required for data conversion because mandatory county
dataeementsreside in the TOA system.

o ThelSAWSWTW component will be implemented in dl ISAWS counties no later
than July 1, 2000. The ISAWS Wefare to Work component implementation is
required for data conversion because mandatory county data eements resde in the
Wdfareto Work system.

o Once converted to the ISAWS WTW and TOA systems respectively, ISAWS and
WCDS consortiawill maintain the data € ements necessary for caculation of the
TANF and CdWORKSs clocks in asingle system. The remaining counties (C-1V,
Venturaand Los Angeles counties) may maintain this datain two distinct county
systems The county Wdfare Eligibility sysem and the county Welfare Employment
Services system.

o TheWDTIP sysem must be rolled out to al counties no later than July 31, 2000,
regardless of the data conversion gpproach taken.

o Counties/consortia have limited technica and functiona resources available for data
extraction and data cleanup.

o TheWDTIP hasfinite resources to perform data converson activities,

o For automated data conversion, slandard file formatting is required to ensure that
changes made to county systems over time do not impact ongoing updates to the
WDTIP database.

o A “bigbang’ data converson, whereby al 58 counties datais converted at once and
the sysem isrolled out, is not feasible, based on the system down-time requirements
and the potentid for last minute data mishaps that may not be managesble with the
current level of WDTIP resources. A phased conversion sgnificantly reduces the risk
of poor data quality and missed milestones.

o Severd counties do not retain a complete automated history of recipients dating back
to December 1996. This dataresidesin legacy systems, paper files or archived data
files. In some cases, this data has been purged. Datais required dating back to
December 1996 to meet the data tracking requirements of TANF.

o TheClient Index Number (CIN) isthe primary key of severd tablesin SIS. For
automated converson consderations, an interface between the WDTIP system and
SClI isimperative since C-1V, Venturaand WCDS counties do not currently maintain
CIN numbersin their respective systems.

o Counties must have accessto caculated time clock information as early as possible,
sncetime-on-ad limitations must be implemented beginning July 1, 1999. Many
recipients may no longer be digible to receive aid but may continue to receive cash
assi stance because cumulative statewide time clock dataiis not yet available.
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o Some counties may have specific congraints regarding systems devel opment
activities due to county Y 2K policies. These specific congtraints will be identified
through a County Questionnaire that will be completed by dl counties no later than
September 30, 1999.

o Counties must provide data within the formats prescribed in the Exter nal
Developer’s Guide.

5.4 Alternative Analysis

5.4.1 Alternative Analysis Approach

To determine the preferred conversion strategy, the WDTIP Team (State and vendor
staff) identified four system conversion strategies available to the Project. The purpose of
this dternative andyss isto determine which Strategy provides the best approach to
county data conversion. The best approach will be the one strategy that best meets the
evauation criteria outlined in this document and adheres to the specific assumptions and
congraints regarding data converson.

The dternative andysiswill congs of the following seps:

1. Identification of the criteriafor evauating the converson strategy aternatives
2. ldentification and description of the data conversion dtrategy dternatives

3. Evduation of each dternative in relation to other dternatives

4. Sdlection of the “best” strategy

5.4.2 Criteria for Evaluating Alternatives

In weighing the relative merits of each dternative, our assumptions, congraints and
evauation criteriawere considered. The table below explains the criteria used to measure
the benefits and drawbacks of each dternative. The importance factor indicates the
relaive importance placed on the specified criteria, with “1” indicating most important
and“ 7’ indicating least important. For example, it isimperative that the sdlected
conversion strategy promotes complete and accurate data conversion since it will be used
to cdculate the TANF and CAWORKSs clocks. If the quality of dataiis poor, the new
sysem will be of margind use to counties, both in the long and short terms. Therefore,
the criterion Data Availability, Completeness and Quality was given an importance factor
of “1.” Although the sdlected conversion strategy should not negatively impact user
training or system rallout, this criterion islessimportant because short-term solutions can
be developed to resolve training and rollout issues without jeopardizing the long-term
quality or usefulness of the new system. Hence, the criterion, Compatibility with the
Rollout and Training Strategies was given an importance factor of “7.” Note, however,
that the importance factor should be used as a generd measure of Project priorities and
desired outcomes, not as an exact indicator of importance.
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Table5.1: Criteria for Evaluating Data Conversion Alternatives

Criteria Description Importance
Factor
Data Availability, | The conversion approach should promote conversion of only the best
Completenessand | quality datainto the WDTIP database. Since the WDTIP system will
Quality use the converted data to calculate the ClWORKSs and TANF time
clocks, it isimperative that the data is complete and in a format
acceptable to the WDTIP system. A strategy that alows for the most
complete and accurate set of datain the WDTIP database will be 1
considered more favorable than one that does not.
The county need for data is urgent, given the immediate need to track
the WTW 18/24-month clock. The conversion strategy should
promote the earliest availability of accurate time clock data.
County Because this implementation effort relies heavily upon county
Prefer ences/Buy-in | activity for its success, county preferences will be highly regarded
and county buy-in especially important when considering an >
approach for the conversion strategy. County preferences have been
determined, to some extent, based on JAD session discussion, county
polling, and discussions with consortia vendor representatives.
Resour ce The conversion alternatives will be evaluated based on the
Requirements availability of State and county personnel to complete the necessary 3
conversion tasks on schedule and within budget.
Complexity The conversion strategy should represent the least complex method,
given the business requirements for conversion and our assumptions
and constraints. Complexity is herein defined as the technical or
programming complexity of a given strategy. The higher the
complexity, the more likely will be the probability of missed 4
milestones and a less than adequate conversion of data. The least
complex approach, however, is not necessarily the “best” approach.
The complexity of a given strategy must be weighed against the
specific benefits it provides and the specific risks it presents.
Schedule The WDTIP is scheduled for 14 months, commencing June 1, 1999.
Constraintsand The conversion approach must work within the time frames of the 5
Dependencies overall schedule.
Coordination with | The conversion strategy should work in conjunction with other
Other Projectsand | county projects. These projects include, but are not limited to, Y2K, 6
Schedules consortia system development and Welfare Reform implementation.
Compatibility with | The conversion strategy should not negatively impact the Project’s
the Rollout and ability to execute training or to rollout the system to end users. A 7
Training Strategies | conversion strategy that helps smplify the training or rollout
approach will be weighed with more favor than one that does not.
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5.4.3 County Data Conversion Alternatives

The following four dternatives represent the options that are viable for the one-time
conversion of county data and ongoing data updates to the WDTIP database. These
dternatives were established through strategy discussions with State and vendor
representatives from the WDTIP Team.

Alternative 1 — Convert Data Using a Single Extraction Standard File from Each
County. This approach is afully automated method of data conversion. It requiresal
countiesto provide a single sandard file containing the county specific data dements
required to populate the WDTIP database with historical data dating back to December
1996. A single standard format file would be provided regardiess of the number of county
systems from which data is extracted. This aternative requires the dedication of both
county/consortium and WDTIP technica resources to determine and implement the
detailed programming specification, as well as limited county functional resources for

data cleanup and testing. Because the individua CIN isrequired for each record sent
from county systems, and becalise many counties currently cannot retain this data, this
dternative would also require the WDTIP system to interface with SCI for the production
and matching of county data with statewide WDTIP database data. DHS programming
resources would therefore be required to complete the necessary changesto SCI. The
WDTIP Team would aso need to modify programsin the WDTIP system to accept data
from SCI.

The high leve tasks ated with this dternative are summarized in the following
table:

Table 5.2: Alternative 1 —High Level Tasks

Tasks Required Resource

Develop conversion specifications and document the standard file © WDTIP Team
format
Complete programming/produce standard file “ County/consortium
Complete programming for data load of county data “  WDTIPTeam
Complete coding to request CIN number from SCI © WDTIPTeam
Complete coding to send CIN number to the WDTIP system ©  DHS
Test conversion data " WDTIPTeam

" County/consortium

DHS

Load and test trid data “  WDTIPTeam

" County/consortium
Final load of county data “  WDTIPTeam

" County/consortium
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Alternative 2 — Convert Data Using Several Standard Files (i.e., One for Each County
System from Which Extraction is Necessary). This gpproach is dso a fully automated
method of data conversion. During initid design discussions, some counties expressed

that less coding would be required for county technica resources if data could be sent

from each county system in which mandatory data resides, without merging the datainto
agnglefile The creation of asnglefile requires the matching of individuas between

two digparate systems, a potentialy daunting task for some counties.

This gpproach would require counties to provide one or more standard files containing al
county data elements required to populate the WDTIP database. This dternative requires
the dedication of both county/consortiaand WDTIP technica resources to determine and
implement the detailed programming specification, as wel aslimited county functiond
resources for data cleanup and testing. Because the individua CIN is required for each
record sent from county systems, and because many counties currently cannot retain this
data, this dternative would aso require the WDTIP system to interface with SCI for the
production and matching of county data with statewide WDTIP database data. DHS
programming resources would therefore be required to complete the necessary changesto
SCI. The WDTIP would aso need to modify programsin the WDTIP system to accept
data from SCI.

The high leve tasks associated with this dternative are identical to those of Alternative 1.
However, for Alternative 1, asingle WDTIP database load program would be developed,
since dl counties would send datain a single sandard file. To implement Alternative 2,
load programs would potentially need to be developed for each distinct system from
which datais received for loading into the WDTIP database. This sgnificantly increases
the WDTIP workload, and may jeopardize the Project’ s ability to complete conversion
programs within the Project schedule.

Alternative 3 — Convert Data Manually. This gpproach providesthe least technicaly
complex solution to data conversion. This strategy would require counties to identify all
recipients of cash ad snce December 1996, and to manudly input recipient data into the
new system in the pogt-rollout period. To update data, county staff, through online input
into the system, would complete ongoing data updates daily, weekly or monthly.
Although this option diminates programming activities associated with automeated
converson, it requires sgnificant functiona resources a the county level to implement.
Additiondly, manual converson would require considerable time, three to 24 months per
county*, depending on county caseload and resource availability. Hence, the WDTIP
database data would be incomplete until al counties complete converson activities.
Findly, this option would require the WDTIP Application Team to build al screenswith
add/update functiondlity.

! Rough estimates based on data quantity and the experience of other manual conversion efforts(i.e.,
ISAWS)
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The high leve tasks associated with this dternative include:

Table 5-3: Alternative 3—High Level Tasks

IENS Required Resource

Specify conversion specifications * WDTIPTeam
Communicate required data e ements to counties © WDTIPTeam
Develop manual conversion procedures © County
Locate datain legacy systems or case folders ~ County
Manualy convert data " County

Alternative 4 — Convert Using a Combination of MEDS, a Single Standard County File
and Manual Conversion. This method represents a hybrid approach to data conversion,
whereby some data e ements would be provided by the counties viaa single sandard file,

some e ements would be provided by MEDS, and some dements would be input via

online processing. This strategy provides the most flexible gpproach to data converson

by:

o Allowing counties to send minima data e ements to the WDTIP database (those
required for caculation of the time clocks)

o Reying on MEDS to provide non-mandatory data to populate the WDTIP database

o Relying on MEDS to provide historical program participation data for those counties
that do not have this data in any automated system

o Allowing counties to manudly input information for those mandatory data eements
not captured in any county or State system

This dternative would require the same activities as Alternative 1 to produce and process
the standard file. In addition, this dternative would require programming resources from
WDTIP and DHS to extract and load MEDS data into the WDTIP database. This
gpproach may aso require county functiona resources to manualy convert data not
resding in county sysemsor in MEDS, and to complete regular manua updates of this
data.

The high leve tasks associated with this dternative include:

Table 5-4: Alternative 4 —High Level Tasks

Tasks Required Resource

Develop conversion specifications and document the sandard file |~ WDTIP Team

format

Complete programming/produce standard file " County/consortium
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Tasks Required Resource

Complete programming for data load of county data “ WDTIPTeam
Complete coding to request CIN number from SCI “ WDTIPTeam
Complete coding to send CIN number to the WDTIP system ©  DHS
Complete coding to send data from MEDS to the WDTIP system |~ DHS
Complete coding to accept datafrom MEDSintotheWDTIPdatabase |~ WDTIP Team
Test conversion data " WDTIPTeam
" County/consortium
DHS
Load and test trial data “  WDTIPTeam
" County/consortium
Final load of county data “  WDTIPTeam
" County/consortium

5.5 Data Conversion Alternative Analysis

5.5.1 Summary of Results

The following section of this document provides the detailed analysis of the four options
consdered to convert data. The table below summarizes the results of our andysis. In the
summay grid, a“=" indicates that, for the specified criteria, the dternative will be less
favorable compared to other dternatives available. A “0”indicates that, for the specified
criteria, the dternative would be more favorable than other dternatives available. The
best dternative, therefore, isthe one that scores better than the other options considered.
A Neutral rating indicates that the criteriais neither less nor more favorable compared to
the other alternatives considered.

Table 5-5: Summary of Alternative Analysis

Alternatives

Criteria Lsmge | 2sved gy o
ex I’§C on ex rfiC on conversion
file files

1. Data Availability, Completeness and = - 0 0
Quality

2. County Preferences/Buy-in = 0 = 0

3. Resour ce Requirements 0 = = 0

4. Complexity 0 = Neutral | Neutral

5. Schedule Constraints and Dependencies 0 = = Neutral

Printed Date: 12/18/00 10:52 AM 27 Last Updated:12/18/00 10:52 AM

FAUSERDATA\WDTIPWEB\docs\DelivP1\Implementation Strategy V07.doc



HHSDC

C II!or I H I|h& H man
eeeeee

Welfare Data Tracking Implementation Project
Implementation Strategy

Alternatives

Criteria 1 single 2 Severa
extraction Lextraction C?Jnl\\//lgrrjslijgln 4 Combo
file files
6. Coordination with Other Projectsand
Schedules Neutral | Neutral = Neutral
7. Compatibility with the Rollout and Neutral | Neutral 0
Training Strategies =

5.5.2 Pros and Cons

This section of the conversion strategy presents the benefits (Pros) and drawbacks (Cons)
of each of the gpproaches under consideration. This section represents the content of our
andyss, and will determine which approach provides the mogt efficient and complete
solution for data converson for the WDTIP. The Pros and Cons discussed here directly
correlae to the evauation criteriaidentified above.

Alternative 1 — Convert data using a single standard file from each county

Pros Cons

This approach strategy may require less effort for
counties/consortia by keeping to a minimum the
technical resources required to develop an extraction

program.

Most counties retain Diversion, child support
reimbursement, Supportive Services Only, and non-
Cadlifornia program participation information in
manua records. Thisdatais vita for the accurate
caculation of time clocks. To avoid poor quaity
data, this method would need to be coupled with a
manual conversion approach, or extraction from
multiple systems.

This strategy requires less effort for WDTIP by
requiring asingle load program to load and update
all 58 counties data.

Thirty-nine counties do not maintain historical data
back to December 1996 in their automated systems.
Thiswould require countiesto extract historicd data
from archived files or legacy systems, increasing
conversion complexity. For some counties, thisdata
has been purged and is no longer available. Hence,
this gpproach may jeopardize data quality and/or
necessitate manual conversion activities.

Because of the strategy’s relative simplicity, the
likelihood of meeting implementation milestones is
high.

While providing immediate data at rollout (as

opposed to manua conversion), counties may not
buy into an approach to data conversion that does
not promote the highest possible rate of accuracy.

This strategy would eliminate some programming
and maintenance by DHS, since MEDS isnot adata
source for conversion.
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Alternative 2 — Convert data using several standard files (i.e., one for each
county system from which extraction is necessary)

Pros Cons

This approach may result in reduced programming
for some counties (as compared to Alternative 1),
since those counties that must extract from more

than one system would not need to develop asingle
file format.

This approach significantly increases the
complexity of conversion and thelevel of effort for
WDTIP technical staff by requiring the
development of separate loads for each system
fromwhich datawould be extracted. Theworkload
for WDTIP programming staff possibly would not
be completed in the timeframes dictated by the
Project schedule.

This solution would diminate some programming
and maintenance by DHS, snceMEDSisnot adata
source for conversion.

Many counties retain Diversion, child support
reimbursement and non-California program
participation information in manua records. This
datais vital for the accurate calculation of time
clocks. To avoid poor qudity data, this method
would need to be coupled with a manual
conversion gpproach, or counties would need to
complete programming to capture these elements
in their respective automated systems.

Thirty-nine counties do not maintain historical data
back to December 1996 in their automated
systems. This approach would require countiesto
extract historical datafrom archived filesor legacy
systems, increasing conversion complexity. For
some counties, this data has been purged and isno
longer available. Hence, this approach may
jeopardize data quality.

While providing immediate data at rollout (as

opposed to manual conversion), counties may not
buy into an approach to data conversion that does
not promote the highest possible rate of accuracy.
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Alternative 3 — Convert data manually

Pros Cons

This strategy better insures datais reviewed by
digibility staff for accuracy and completeness prior
to conversion and ongoing data updates.

This strategy would require significant county
resources and time to complete the initial
conversion. Ongoing data updates would entail
dual data input for each county — input into its
welfare system and input into the WDTIP
database. It islikely that counties would not have
time to perform ongoing updates.

This approach would eliminate the need for county
and WDTIP technical resources to complete
conversion.

The conversion period would be extensive,
rendering the data incomplete and therefore
inaccurate until all counties have completed
manually converted data

Thisstrategy providesamethod to convert historical
and archived information.

Historical and archived data may be difficult for
counties to retrieve and make available to
conversion workers because data may have been
purged or archived. The pulling of individual cases
— especialy closed cases — would be extremely
labor intensive.

Due to the amount of time conversion will take,
this gpproach may conflict with the
implementation efforts of other projects, such as
consortiadevelopment effortsand EBT activities.

This approach does not promote county buy-in,
sinceit requiressignificant county resourcesover a
long period of time and requires duplicate entry.

This approach does not promote immediate use of
the system, since counties would incremental ly
load data over aconsiderable amount of time. This
approach, therefore, would most likely require
refresher training for trainers at a later date.

This approach requires more staff to betrained in
the update functiondity, which expands training
considerably.

This approach increases the potentia of input
errors, whichin turn increases the probability of

poor quality data, especidly in the long term.

This strategy requires duplicate entry of
information into the county’ sdligibility system and
in the new system, considerably increasing the
staffs workload.
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Pros

This approach would require the WDTIP
Application Team to create add/update
functionality for the entire set of data. This
approach, therefore, would require significant
programming effort.

Alternative 4 — Convert using a combination of MEDS, a single standard

county file and manual conversion

Pros Cons

This gpproach maximizes data qudity by providing
amethod to capture al required data elements and
historical data.

This approach requires more DHS technical
resourcesthan Alternatives 1 or 2, sinceit requires
an interface with both SCI and with MEDS.

This approach may minimize the data e ements
counties/consortiamust extract from county systems
by relying on MEDS for demographic and other
non-mandatory data elements.

This approach requires more programming effort
for the WDTIP than Alternative 1.

This approach may minimize the county/consortia
programming effort by alowing for the conversion
of historical information (via MEDYS) that may

reside in county legacy systems or archived data
files.

MEDS historical information will be limited to
program and program related information.
Exceptions and Exemption data will not be
captured, making the clocks less accurate.
However, to date, the counties and WDTIP
Conversion Team have not identified a more
accurate method of capturing historical data.

This approach is the most smple and requires the
least amount of effort for county workers by
minimizing or eiminating manua conversion.

Thisgpproach requires countiesto provideasingle
standard file, regardless of the number of systems
from which they must extract data. Most
counties/consortia indicated during the JAD
session that providing a single file would not be
problematic, since the mgjority of counties retain
the required data elementsin their respective
eigibility systems. A few counties — primarily the
C-IV counties — will need to perform specific
coding to provide asinglefile. Although adding to
these counties' workload, al of these counties
indicated they would be able to provide the single
standard file.
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This gpproach maximizes flexibility by providing
for onlineinput of datathat may not residein county
systems. However, to promote data integrity,
add/update capability is limited to data €lements
relating to child support reimbursement, Diversion,
non-Cdifornia program participation and
Supportive Services Only.

This approach promotes county buy-in by
minimizing county effort and maximizing the
qudity of data.

This approach builds on an aready established
protocol with MEDS to receive on-going data
updates.

Although MEDS does not have Exception and
Exemption information, and therefore cannot
provide a complete historica data set, it will till
provide the best quality historical information, since
most counties who will use it are unable to provide
any information at all (including program data).

This approach reduces county effort by eliminating
the need to extract data — either manudly or
electronically — from hard copy files, legacy
systems or archived files — to acquire databack to
December 1996. Instead, this data can be extracted
from Pre-SAWS SIS

This approach minimizes the online
add/update/del ete functionality that the WDTIP
must develop, thereby minimizing the number of
programming resources required for the effort.

5.6 Selected Data Conversion Strategy

Alternative 4

Convert Using a Combination of MEDS, a Single Standard County File and Manual
Conversion

Based on our analysis, the best strategy for conversion of county datais Alternative 4
Convert Using a Combination of MEDS, a Sngle Standard County File and Manual
Conversion. This dternative maximizes the use of automation tools while minimizing
county/consortia required resources (both technical and functiond). It providesthe
greatest amount of flexibility to account for various county specific dataiissues (i.e,
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manud input of eements not retained in county systems). This approach minimizes the
number of data ements counties must extract from their respective systems by
leveraging the pre-existing MEDS interface to capture data not required to calculate time
clocks (i.e., date of birth information). This strategy best balances the need for the best
quaity data and the effort of work required from counties/consortia, WDTIP and DHS,
and provides the maximum amount of flexibility for the one-time conversion of data and
for ongoing data updates.

5.7 Strategy Detail

During the JAD session, representatives from each of the eight county Welfare systems
met to determine the design of the WDTIP conversion. This workgroup started from the
basic premise that counties would have available to them their own county systems,
MEDS, and online updates as tools for populating the WDTIP database. The following
summarizes the overd| converson srategy defined during the JAD session.

5.7.1 Initial and Ongoing Load Strategy

Currently, SISis populated with MEDS and MEDS derived data dating back to August
1996. The conversion strategy leverages this data history for those counties unable to
provide historica data back to the start of the TANF time clock (i.e., December 1996).
The drategy for theinitid and ongoing load of the WDTIP database data includes the
following components.

o Load dl mandatory data eements necessary to calculate TANF and CAdWORKSstime
clocks directly from county systems using a Sngle standard file format.

0 Load mandatory datanot resding in the counties systems viaonline input after
rollout. This dataincludes Diversion, Supportive Services Only, non-Cdifornia
program participation and child support reimbursement information. County workers
will input this deta on a daily, weekly or monthly bass.

0 Load al data dements not necessary for the calculation of the TANF and CdWORKSs
time clocks from MEDS.

o For counties unable to provide data from December 1996, populate the WDTIP
database with county data from the earliest date possible and use Pre-SAWS SIS data
for history prior to the county’ s earliest possible date (this gppliesto the initid
conversion only). While this approach does not factor Exemptions and Exceptions
into this historica data derived from MEDS, it provides the best possible gpproach
given the datus of this data in the counties. At the JAD session, most counties agreed
that if a county does not have away to convert this data dectronicdly, the only way it
can be converted is from MEDS because it no longer, or never has been, recorded at
the county levd.

Due to the large amount of data being converted, conversion will be phased over a one-

to two-month period of time, ending no later than July 31, 2000. The county schedule for
data conversion will be determined based on the preparedness of each county/consortium
to provide data. It is anticipated that the rollout will be phased by consortium for ISAWS
and WCDS and by county for dl other counties (Los Angeles, San Bernardino, Ventura,
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Riverside, Merced and Stanidaus). However, the exact conversion schedule will be
determined during the development phase of the Project.

5.7.2 Conversion Activities and Milestones

JAD participants and the WDTIP Conversion Team identified the following key

milestone activities and dates. It isimperative that the Project adhere to these milestones
to ensure the timey implementation of the new system. These milestones are;

Table 5-6: Conversion Activities and Milestones

Milestone Description Time Frame
Review Sample The WDTIP Conversion Team will request asample | 9/10/99
County Data file of the county mandatory data e ements from all

counties as well as a copy of their data dictionary.

There will be no specific format in which this data

should be sent. County data will be reviewed by the

WDTIP Conversion Team to ensure the data is

consistent and meets the requirements of the TRAC

(Tracking Recipients Across California) application.
Didtribute Externa The WDTP Conversion Team will develop and 9/30/99
Developer’sGuideto | distribute to counties/consortia the External
Counties Developer’ s Guide which will provide the detail

required to code county extraction programs and

develop the county standard file.
Develop Extract Using the External Developer’s Guide, countieswill | 10/1/99 through
Programs develop the necessary programs to extract datafrom | 12/31/99

their county systems and develop the standard county

file. In addition, the WDTIP Conversion Team will

develop an extraction file to migrate SIS data into the

WNDTIP database using a standard file format.
Modify Existing Using the conversion design specifications, DHS will 10/2/99 through
Ongoing MEDS develop the extracts necessary to send MEDS datato | 12/31/99
Extract Programs the WDTIP system.
Develop DataLoad Using the conversion design specifications, the 10/2/99 through
Programs WDTIP Conversion Team will develop the programs | 12/31/99

to load data from the standard county data files and

from MEDS.
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Milestone

Test Sample County
Extraction Data

Description

Once the counties have completed development of the
standard county file, the WDTIP Conversion Team
will request the county send a sample set of data using
the standard file format. The Conversion Team will
run this data through edit programs, initiate
appropriate clean up activities or inform the county of
any required cleanup. The county may send severa
iterations of test files for review during thistime
period.

Time Frame

1/01/00 through
3/31/00

Tria Load Full
Extraction Files

Once the county’ s data has been tested using a sample
of data, the Conversion Team will request that the
county send a full extract of data for testing. This data
will be loaded into a user testing environment for
county and WDTIP review in a production-like
environment.

4/1/00 through
5/25/00

Complete County
Initid Loads

Users will be provided access to the new screens and
functionality. County data will be converted from the
end of May through July 2000.

5/25/00 through
7/31/00

The specifics of the detalled design of conversion, as wdll as the conversion schedule will
be included in the conversion plan, which will be submitted in January 2000. Conversion
activities will dso include the tracking of county progress. Specific tasks associated with
this activity will be discussed in the | mplementation Plan.
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6. System Rollout Strategy
6.1 Objective

The objective of the rollout Srategy andyssisto identify and examine various options
for rolling out the new system to each of the 58 Cdlifornia counties, and to select the
drategy that best suits the needs of the State and counties, given specific preferences and
condraints.

6.2 Introduction and Definition

While the conversion strategy defines how the WDTIP database will be populated with
county data, the rollout strategy defines when users will be given access to the new
screens and new system functiondity. Rollout is dso referred to as system “go live,” and
can be accomplished in two distinct ways:

o A “bigbang’ rollout: With this method, the WDTIP Team will smultaneoudy
provide al counties access to the new screens and functiondity

o A phasad rollout: With this method, the WDTIP Team will provide counties access
to the new screens and functiondity by county or by agroup of counties, followed by
another county or group of counties, and so on, until the rollout is complete

As per the sdlected conversion strategy, our anadyss of these two approaches has been
executed with the assumption of a phased conversion. The question, therefore, is whether
rollout is phased dong with conversion, or if the system should be made available as
soon as the first group of counties converts.

6.3 Assumptions and Constraints

For the purpose of this analys's, we have made specific assumptions and identified
congraints that pertain to the rollout strategy:

6.3.1 Assumptions

o Based on their respective schedules, SFIS and EBT neither impact nor are impacted
by the WDTIP rollout, Snce sgnificant activities for these projects are not scheduled
until after July 2000. However, it is assumed that the WDTIP will need to coordinate
with these projects to ensure that various kick-off activities for these projects do not
conflict with WDTIP activities.

o The SIS databaseis dready populated with MEDS program data, dating back to
August 1996.

o State resources will be assgned to assist with rollout activities. These activities
include developing the rollout plan, and working with external agencies and counties
to promote buy in.

o County traners may train saff in the production environment after the county goes
live, or train their usersin the WDTIP training environmert.
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o The WDTIP training environment will be ready to use by April 15, 2000.

6.3.2 Constraints

o The converson drategy dictates that data €l ements necessary to meet the new
system’ s business requirements will be converted partidly from county sysemsviaa
angle sandard file, partidly from MEDS, and partidly from county online input (for
data relating to non Cdifornia program participation, child support reimbursement,
Diverson and Supportive Services Only).

o A “bigbang’ converson, whereby dl 58 counties datais converted a once and the
system isrolled out, is not feasible, based on the system down-time requirements and
the potentid for last minute data mishaps that may not be manageable with the
current level of WDTIP resources.

o To ensure counties are prepared to use the new system, county trainers must be
trained on the new system prior to rollout.

a Therollout schedule must work in conjunction with other implementation schedules
including, but not limited to, State and county Y 2K preparation, county Welfare
Reform implementation, welfare consortia systems deve opment/implementation, and
other county systems development projects. The WDTIP Implementation
Quegtionnaire was sent to counties in August 1999 to assess the specific congraints
facing counties during the WDTIP implementation period. We assume for this
andyssthat no mgor scheduling conflicts currently exist, and that we will need to
coordinate with counties to best meet their specific congraints.

o Perthe WDTIP schedule, rollout including al converted county data, will be
completed no later than July 31, 2000.

6.4 Alternative Analysis

6.4.1 Alternative Analysis Approach

To determine the preferred rollout srategy, WDTIP Team members identified two rollout
approaches appropriate to the Project. The purpose of this dternative analyssisto
determine which strategy provides the best gpproach to system rollout. The best approach
will be the one drategy that best meets the evauation criteria outlined in the following
section.

The dternative andyss methodology conssts of the following steps:

1. Identification of the criteriafor evauating the rollout Srategy aternatives
2. ldentification and description of the system rollout strategy dternatives
3. Evauation of each dternative in relation to others dterndtives

4. Sdlection of the “best” strategy

6.4.2 Criteria for Evaluating Alternatives
Thefollowing table provides the criteria used to measure the respective merits of each
system rollout dternative. These criteria reflect the Project’ s objective to provide a
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quality approach, given specific condraints. The importance factor indicates the rdative
importance placed on the specified criteria, with “1” indicating most important, and “5”
indicating least important. For example, it isimperative that the selected rollout strategy
be the least complex, both functionaly and technicaly, to implement. Hence, the
criterion, Ease of |mplementation, was given an importance factor of “1.” Smilarly,
athough the rollout strategy should not conflict with other county implementation
projects, this criterion islessimportant because short term solutions can be developed to
work around scheduling congtraints without jeopardizing the long term qudity or
usefulness of the new system. Hence, the criterion, Coordination with Other Projects and
Schedules, was given an importance factor of “5.” Note, however, that the importance
factor should be used as a general and comparative measure of Project priorities and
desired outcomes, not as an exact indicator of importance.

Table 6-1: Criteria for Evaluating the System Rollout Strategy Alternatives

Criteria Description Importance
Factor
Ease of The rollout strategy should represent the least complex functional and
I mplementation technical method, given the requirements of implementation and our
assumptions and constraints. The least complex approach, however, is
not necessarily the “best” approach. The complexity of agiven 1

strategy must be weighed against the specific benefits it provides.
Complexity increases the risk of not meeting Project deadlines and
can threaten a timely implementation of the new system.

Resource The rollout aternatives will be evaluated based on the availability of
Requirements WDTIP, DHS and county personnel to complete the necessary tasks
in atimely fashion. A rollout strategy that minimizes resource 2
requirements while maintaining quaity will be favored over one that
does not.
County Because thisimplementation effort relies heavily on county activity

Prefer ences/Buy-in | fOr its success, county preferences will be highly regarded and county
buy-in especialy important when considering an approach for system
rollout. County preferences have been determined, to some extent,
based on JAD session discussion, county polling and discussions with 3
consortia representatives. The WDTIP Implementation Questionnaire
was sent to counties in August 1999 to assess the counties
preferences and constraints during the WDTIP implementation

period. This questionnaire is due back in September 1999, and the
results will be considered as the rollout plan is devel oped.

Compatibility with | Therollout strategy must not negatively impact the Project’s ability
the Training and to execute training or change leadership activities. If possible, the

ChangeL eader ship | strategy should simplify the approach to training and change 4
Strategies leadership.
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Criteria Description Importance
Factor

Coordination with | Therollout strategy must work in conjunction with the constraints of

Other Projectsand | other county information technology projects. These projects include,

Schedules but are not limited to, Y 2K, consortia system development and 5

Welfare Reform implementation. The strategy that provides the most
flexibility to work around county commitments to these other projects
will be favored over one that does not.

6.4.3 System Rollout Alternatives

Alternative 1 — Rollout Counties Concurrently (i.e., Big Bang) with a Phased
Conversion. For this dternative, dl counties would have access to the new system &t the
same time, and begin using the new screens and functiondity smultaneoudy.

Presumably, the system would be made available when the first county or group of
counties convert their data. Although rollout would be big bang, conversion would be
phased over aone- to two-month period of time and would end no later than July 31,
2000. Most counties, therefore, would rollout prior to the conversion of their data. In the
interim period between system rollout and the completion of al 58 counties' data
conversion, the WDTIP database would be populated with a combination of county
specific data (from those counties that have converted data), and Pre-SAWS SIS data.
Converting Pre- SAWS SIS data into the WDTIP database is necessary to ensure that no
functiondity islost during the rollout period.

All trainers would need to be trained in advance of rollout, and be afforded sufficient
time to plan and execute in-county training and identify county specific business process
changes.

Alternative 2 — Phase the Rollout by County or Consortia, with a Corresponding
Phased Conversion. For this dternative, the system would be rolled-out incrementaly,
with counties going live concurrently with their respective data conversons. Aswith
Alterndtive 1, the conversion would be phased over a one-to two-month period of time. In
the interim period between system rollout and the completion of al 58 counties' data
conversion, the WDTIP database would be populated with a combination of county
gpecific data (from those counties that have converted data), and Pre-SAWS SIS data
(from those counties that have not yet converted).

To implement this gpproach, duad system maintenance would be required to ensure that
those counties that have not yet converted to the WDTIP database have access to
gtatewide tracking information. These two systems would be:

o The WDTIP database and the new WDTIP systemn, which would be accessed by
counties that have converted to the new system

o ThePreeSAWS SIS database and Pre- SAWS system, which would be accessed by
those counties that have not yet converted to the new system
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At aminimum, duad system maintenance would require:

o Concurrent batch updatesto Pre-SAWS SIS and the WDTIP database during the
rollout. This could have a significant impact on maintenance costs, Snce transaction
processing would be doubled

o Enhanced security maintenance for DHS (DHS must maintain both Pre- SAWS and
WDTIP security, and coordinate security as a county goes live to diminate access to
Pre- SAWS while granting access to WDTIP)

o Maintenance of two digtinct interfaces with the WDTIP system for individud
meatching
o Maintenance of two digtinct CICS regions

In lieu of maintaining two database environments, the WDTIP could potentidly iminate
access to Pre- SAWS once the first counties converted to the new system. However, this
gpproach would render some counties without access to any SIS data during the one- to
two-month phased rollout. It is assumed, then, that the eimination of Pre- SAWS would
not be a viable option for the Project.

6.5 System Rollout Alternative Analysis

6.5.1 Summary of Results

The following section of this document provides the detalled andysis of the two options
congdered to rollout the new system convert data. The table below summarizes the
results of our andysis. In the summary grid, a“=" indicates tha, for the specified
criteria, the dternative would be less favorable compared to other aternatives available.
A “0”indicates that, for the specified criteria, the dternative would be more favorable
than other dternatives available. The best dlternative, therefore, isthe onethat is
relaively better than the other options consdered. A “Neutrd” rating indicates that the
criteriais nether less nor more favorable compared to the other dternatives considered.

Table 6-2: Summary of Alternative Analysis

Alternatives

Criteria 1 concurrent 2 Phased rollout
roll out

1. Complexity 0 =

2. Resource Requirements 0 =

3. County Preference/Buy-in Neutral 0

4. Coordination with County Projects and Schedules = 0
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Criteria

5. Compatibility with Training and Change L eader ship

Strategies

Alternatives

2 Phased rollout

1 concurrent
roll out

Neutral 0

6.5.2 Pros and Cons

This section of the rollout Strategy document presents the benefits (Pros) and drawbacks
(Cons) of each of the gpproaches under consideration. This section represents the content
of our andysis, and will determine which approach provides the most efficient and
complete solution to system rollout for the WDTIP. The Pros and Cons discussed here
directly correlate to the evauation criteriaidentified above.

Alternative 1 — Rollout counties concurrently (i.e., big bang).

Pros Cons

This approach minimizes the technical complexity
and, in turn, the required WDTIP technical
resources of rollout by limiting maintenance to a
single system.

This approach could intensify the immediate
short-term need for WDTIP resources during the
conversion and rollout period because the
demand for rollout support would be immediate
for al 58 counties. For example, Help Desk calls
would increase dramatically in the first couple
weeks of rollout, requiring WDTIP resourcesto
handle county questions. However, given the
relative smplicity of the new system (and that
counties are aready familiar with Pre-SAWS)
we do not anticipate the increased demand for
support to exceed the ability of WDTIP
resources.

Although potentially increasing the demand for
WDTIP resources at rollout, the demand for
support services could be mitigated via pre-rollout
planning and the development of user materials.

This approach does not alow for the timing of
training in accordance with a county’s rollout and
conversion dates. We estimate that it will require
gpproximately six weeks to train al 58 counties
trainers. Some countieswould be trained Sx weeks
prior to system rollout, which may necessitate some
degree of “refresher training” at rollout. However,
larger counties that will train staff prior to rollout
and in atraining environment may, in fact, require
six weeksto prepare for training and to train staff.
Hence, this approach could allow the WDTIP to
train larger counties earlier and smaller counties
that may train in production just prior to rollout.
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Alternative 2 — Phase the rollout by county or consortia

Pros Cons

This approach may promote county buy-in by
providing alarger degree of flexibility by alowing
countiesto rollout on the system when their datais
converted. Each county could coordinate a
conversion/rollout date that best suits the county,
and be trained based on their rollout date.

This approach increases the technical complexity
and, in turn, the required WDTIP and DHS
technical resources by requiring dua system
maintenance. This approach would require careful
coordination with DHS to roll counties off Pre-
SAWS and onto WDTIP during rollout/conversion.
Theeffort involved to implement this approach may
not be worth the benefits redlized. Therollout is
only one to two months long, which may not justify
theincreased maintenance cost associated with dual
system processing.

Thisapproach would result in aphased demand for
WDTIProllout support resourcesinstead of aone-
time demand for resources. However, the
minimization of functiona resources would be
more than offset by the increase in technical
resources to maintain two systems.

If two systems are not maintained, this approach
may render some counties without accessto a
statewide tool to determine the TANF and
CaWORK s time clocks during the phased rollout.

Thisapproach alowsfor training of county trainers
just prior to the county’s rollout date, which may
maximize user understanding of the system by
providing “just in time” training.

6.6 Selected Rollout Strategy

Alternative 1

Rollout Counties Concurrently (Big Bang)

Based on our anays's, the best gpproach to rolling out the new system is Alterndtive 1:
Rollout Counties Concurrently (Big Bang). This approach is the best strategy because it
minimizes the potential complexity of the rollout by requiring the maintenance of asngle
technicd environment during implementation. Although it does not specificadly lend

itsdlf to “judt intime” training, or coordination with county specific scheduling

congraints, it does not negatively impact these areas. County trainers may be trained
beginning six weeks prior to system rollout and, in the pre-rollout period, have access to
atraining environment to develop their county training plans, access to system and user
materials, and access to the WDTIP Help Desk. Moreover, because system rollout does
not pose a particularly high risk for counties (Snce the system is primarily used for deta
inquiry only and not for benefit determination), should the rollout date coincide with
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other county projects of higher priority, the county would have the flexibility to train
users and begin using the new functiondlity at the county’ s convenience.

6.7 Strategy Detail

The specific detalls that dictated how the system isrolled out will be incorporated into
the rollout plan, due for submisson in January 2000.
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7. Training Strategy

7.1 Objective

The objective of the training srategy analyssis to identify and examine the various
options available to the WDTIP to train county trainers on the new system functiondlity,
to determine the best approach, and to provide specific details around the selected
training gpproach. The goa of the andysisisto sdect the strategy that best suits the
training needs of the counties, given specific assumptions and condraints.

7.2 Introduction and Definition

The WDTIP training program will be designed and ddlivered with the primary objective
of making county staff proficient in the use of the new system, and to provide them the
cgpability to perform their assgned duties using the new functiondity. The WDTIP
Implementation Team will develop the WDTIP training curriculum to train county
trainers. In turn, county trainerswill train county staff, or end users. Depending on county
trainer needs, the WDTIP Implementation Team may include adult learning principles
and hands-on practice in conducting the training.

Training the trainers can be accomplished in three ways.

o Training at each county: With this method, the WDTIP Implementation Team
travels to each county to train the county trainers.

o Regional training: With this method, county trainerstravel to regiond training stes
throughout Cdiforniafor training. Regions may be divided geographicaly or by
regions within each consortium. Both options are congdered in this andyss.

o Centralized training: With this method county trainerstravel to Sacramento for
traning.

Thisanadysswill identify the most gppropriate gpproach to training the trainers. Each of
the dternative strategies discussed is ether a county, regiond, centrdized or a hybrid
gpproach to training the trainers.

The WDTIP Implementation Questionnaire was sent to counties in August 1999 to assess
the counties' training preference and needs. The questionnaire will help us determine the
training content, the best ddlivery gpproach, and the technica and networking
requirements for conducting training, and will facilitate the development of atraining
program that provides county staff the appropriate content and context.

7.3 Assumptions and Constraints

For the purpose of this andyss, we have made pecific assumptions and identified
condraints that pertain to the training strategy. These include:
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7.3.1 Assumptions

o State resources will be assigned to assst with training activities.

The WDTIP Team will utilize the train-the-trainer approach.

Training will be conducted at existing State or county training facilities.

Ddaitte Consulting will not be respongible for providing any training equipment.
Each county will assign at least one trainer to the train-the-trainer course.
Countieswill send an average of four trainers per county.

Train-the-trainer training for the WDTIP system will require approximately six to
eight hours for aclass of ten county trainers, with two WDTIP trainers per classroom.

o County trainerswill need to be trained to use online inquiry, or the add/update/delete
functiondlity.

o Appropriate county staff will need to be trained to read reports.

o Tran-the-trainer training will be conducted using atraining region.

o County traners will have the option of training county staff in the post rollout
production environment or in the training region.

o The WDTIP training environment will be ready to use by April 15, 2000.

a DHSwill provide the WDTIP with an SCI training region for the purpose of end-user
traning.

o The county and consortia attendees at the JAD session provided accurate information
regarding the training preferences of the counties.

o Per the SFIS Project schedule, SFIS activitieswill not coincide with the WDTIP 14-
month implementation schedule.

o Perthe EBT Project schedule, EBT activitieswill not impact WDTIP training
activities, snce design activities for that project do not begin until 2001.

0O OO0 Do

7.3.2 Constraints

o Training sessons must occur prior to the system rollout date.

o TheWDTIP system will berolled out to al counties concurrently (big bang) and will
contain al county converted data no later than July 31, 2000.

o The WDTIP hasfinite resources to perform training activities and to trave off-gteto
conduct training.

o Theconverson strategy dictates an automated conversion, requiring data extraction
from county systems and MEDS, with some manud input required for Diverson,
non-Cdlifornia program participation, Supportive Services Only, and child support
reimbursement.

o The WDTIP Implementation Team will provide guidance and support. Each county,
however, will be respongible for end user training in their respective counties.
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7.4 Alternative Analysis

7.4.1 Alternative Analysis Approach

To determine the preferred training strategy, the WDTIP Team identified five different
approaches that would be feasible for the WDTIP. The purpose of this dternative
andysisis to determine which approach provides the most appropriate approach to
training the counties trainers. The selected gpproach will be the one dtrategy that isthe
most gppropriate, given the evauation criteria outlined in the section below.

The dternative andyss methodology consists of the following steps:

1. Identification of the criteriafor evaluating the training strategy dternatives
2. ldentification and description of the training Strategy dternatives

3. Evduation of each dternative in rdation to the other dternatives

4. Selection of the most appropriate strategy

7.4.2 Criteria for Evaluating Training Alternatives

The following table provides the criteria used to measure the respective merits of each
training dternative. These criteriareflect the Project’ s objective of providing a qudity
approach, given specific condraints. The importance factor indicates the reletive
importance placed on the specified criteria, with “1” indicating most important and “ 7
indicating least important. For example, it is very important that the selected training
drategy promote the ongoing use of the new system in each county. If training cannot
sufficiently provide counties with the information they need to use the new systemin

each county’s specific environment, the system will be of limited use to the county.
Hence, the criterion, Training Results, was given an importance factor of “1.” Similarly,
the selected training strategy should facilitate change leadership and system rollout
activities. However, because change leadership and system rollout activities can be
implemented independently from training (though thisis not preferred), the rdative

import of this criterion isless. Hence, the criterion, Coordination with Other Projects and
Schedules, was given an importance factor of “7.” The importance factor should be used
as agenerd measure of Project priorities and desired outcomes, not as an exact indicator
of importance.
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Table 7-1: Criteria for Evaluating the Training Strategy Alternatives

Criteria

Description

Importance
Factor

Training Results

Each of the potential strategies will be evaluated based on the
projected quality of the training results. A strategy will produce
qudity results by providing the best quality system knowledge to
trainers and end users, and promote the use of the new system and
new business processes. Training should promote immediate use of
the new system.

County Travel
Requirements

Not only are there costs associated with county travel, but travel also
takes county workers away from county work and can place
significant burden upon counties. Therefore, the strategy will be
evaluated based on the level of travel resources required for counties.
A strategy that minimizes travel while providing training results will

be rated higher than one requiring more travel.

County Preferences
and Buy-in

Because this implementation effort relies heavily on county activity
for its success, county preferences will be highly regarded and county
buy-in especidly important when considering an approach for the
training strategy. County preferences have been determined, to some
extent, based on JAD session discussions.

WDTIP Resource

Because WDTIP training resources are limited, the training
aternatives will be evauated based on the availability and number of
WDTIP resources required to complete the necessary tasks for train-
the-trainer sessions.

Ease of
I mplementation

The training strategy must represent the least complex method for
delivering training to county trainers. It must aso provide the least
amount of effort on the part of the county and State staff to locate
appropriate facilities and geographic location.

Schedule

Each dternative differs in the amount of time spent to deliver train-
the-trainer training. The selected strategy should be aligned with the
Project schedule and alow counties adequate amount of timeto train
their staff after train-the-trainer sessions.

Coordination with
Other Projectsand
Schedules

The training strategy must work in conjunction with the constraints of
other county information technology projects. These projects include,
but are not limited to, Y 2K, consortia system development, and
Welfare Reform implementation. The strategy that provides the most
flexibility to work around county commitments to these other projects
will be favored over one that does not.

7.4.3 Training Alternatives
The fallowing five dternatives represent the viable options for conducting train-the-

trainer sessons. All five dternatives assume that training will take place prior to system
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rollout. These dternatives were established through strategy discussions with State and
vendor representatives from the WDTIP Implementation Team.

Alternative 1 —Train-the-trainers by County. For this approach, the WDTIP
Implementation Team would trave to each county to train each county’ s trainer(s).
Counties designated trainers would be trained in the respective county’ s offices. This
dternative would reguire 15 weeks to complete, based on the Implementation Team
gpending one day at each county and visiting four counties per week.

Alternative 2 —Train-the-trainers by Consortium. For this gpproach, the WDTIP
Implementation Team would provide train-the-trainer sessions to counties by consortia.
There would be atotd of four training Sites, one per consortium. Each consortium would
hogt training for its counties. Counties' designated trainers would travel to each
consortium’ s training Site for the train-the-trainer sessons. This gpproach would require
six weeks to complete, based on afour days per week training schedule.

Alternative 3 —Train-the-trainers by Geographic Region. For this approach, the WDTIP
Implementation Team would divide the State into Six regions. Each county, therefore,

would be included in one of these regions and designated trainers from each county

would trave to the regiond training Ste for the train-the-trainer sessons. This gpproach

would require six weeks to complete, based on a four-days- per-week training schedule.

The WDTIP Implementation Team would spend gpproximeately one week at each

regiond Ste, utilizing approximately Sx training Stes throughout Cdlifornia

Alternative 4 —Train-the-trainers at a Centralized Location. For this gpproach, the
WDTIP Implementation Team would conduct train-the-trainer sessons in Sacramento.
County trainers would travel to the centralized location for training. Classes would be
offered over five weeks, and the WDTIP would offer five training sessons per week.
Counties' designated trainers would attend the day when it is most convenient. Classes
may have counties from al four consortia and from various geographic regions.

Alternative 5 —Train-the-trainers Using a Combination of the Approaches. This
gpproach dlows counties more flexibility in how they receive training. The WDTIP
Implementation Team would conduct train-the-trainer sessons &t five to seven regiona
Stes, and could offer severd centralized (i.e., Sacramento based) training for those
counties or consortia representatives able to travel to Sacramento. Regiond locations
could be determined based on the location of consortia counties. For example, one or
more regiond training sessons could be held in Redding, specificaly for ISAWS
counties since most of the northern counties are ISAWS counties. In thisinstance,
counties in each consortium would be grouped by regions within the consortium.

The WDTIP Implementation Team could couple this consortium regiond training
approach with at least two additiona approachesto dlow extra flexibility. These include,

1. County specific training for those counties with specia circumstances that warrant
gtevidts by the WDTIP Team. These county visits would need to be limited due to
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WDTIP resource congraints, which would require the Project to identify the
circumstances that would warrant in-county training.

2. Regiond training sessons that are not consortium specific.

We anticipate that this gpproach would require gpproximately sx weeks, four days per
week, to complete.

7.5 Training Alternative Analysis

7.5.1 Summary of Results

The following section of this document provides the detailed andyss of the five options
consdered to train the trainers. The table below summarizes the results of our andyss. In
the summary grid, a“=" indicates that, for the specified criteria, the dternative will be
less favorable compared to other aternatives available. A “0”indicates that, for the
Specified criteria, the aternative would be more favorable than other aternatives
available. The best dternative, therefore, isthe onethat is relatively better than the other
options consdered. A “Neutra” rating indicates that the criteriais neither less nor more
favorable compared to the other alternatives considered.

Table 7-2: Summary of Alternative Analysis

Alternatives

e gy | v, Groaonle G 5 con
1. Training Results 0 Neutral = = 0
2. County Travel Requirements 0 Neutral = = 0
3. County Preferences and Buy-in 0 0 Neutral = 0
4. Resour ce Requirements = Neutral Neutral 0 Neutral
5. Ease of Implementation - Neutral Neutral 0 Neutral
6. Schedule = Neutral Neutral 0 Neutral
7. Coordination with Other Projects ] ] _ _ 0
and Schedules

7.5.2 Pros and Cons

This section of the training strategy presents the benefits (Pros) and drawbacks (Cons) of
each of the agpproaches under consideration. This section represents the content of our
andyds, and will determine which strategy provides the mogt efficient and complete
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solution to train-the-trainer training for the WDTIP. The Pros and Cons discussed here
directly corrdate to the evauation criteriaidentified above.

Alternative 1: Train-the-trainers by County

Pros Cons

Because this approach offers county training that
specifically addresses a county’ s business
process and dlows for customized training, this
approach would promote county buy-in and
alow for better coordination with other projects
and schedules.

Training the trainers by visiting each county
poses high resource requirements by requiring a
minimum of 15 weeks to complete. Because of
the low complexity of the new system
functiondity, the few benefits derived do not
judtify the high resour ce requirements to execute
the approach.

Conducting training sessions using this method
would be easy for the counties to implement.
The county staff would be trained in their own
facility and need not travel to attend training,
hence promoting county buy in.

Per the current WDTIP schedule, atraining
region would not be available until April 15,
2000. Thiswould not alow sufficient time to
train al counties prior to rollout in atraining
region.

The WDTIP Implementation Team would be
able to accommodate more of a specific county’s
staff in the training session as compared with
other alternatives. Counties could conceivably
alow up to 10 staff to receive training. The
training sessions would allow more time for the
WDTIP Team and county staff to discuss
changes in business processes and implement
changes relevant to the specific county.

Because county trainers and end users who
receive training during the earlier weeks may not
retain their WDTIP system knowledge for go-
live, they may need refresher courses.

This approach would require significant
coordination of county preferences, WDTIP
training resources as well as coordination with
the schedule of other counties.

Alternative 2: Train-the-trainers by Consortium

Printed Date: 12/18/00 10:52 AM

Last Updated:12/18/00 10:52 AM

FAUSERDATA\WDTIPWEB\docs\DelivP1\Implementation Strategy V07.doc




Welfare Data Tracking Implementation Project

Implementation Strategy

HHSDC

California Health & Human
Services Agency Data Center

Pros Cons

Based on JAD session discussions, countiesin
the same consortium are more likely to have
similar processes, especialy for ISAWS. By
grouping them together, the WDTIP Team
would be able to discuss processes that are
common within each consortium, thereby
enhancing the effectiveness of training for each
county.

There would only be a maximum of four
training Sites under this aternative, one per
consortium. This may add to travel time for
counties designated trainers.

Minimizes travel for the WDTIP
Implementation Team and alows training to be
completed in a shorter amount of time, relative
to other dternatives, and allows the counties to
have more time to train their staff after train-
the-trainer sessions.

This aternative does not dlow flexibility to
meet county specific scheduling restraints. All
counties would need to be trained within the
timeframes assigned to their consortium’'s
training schedule.

Counties within a consortium face the same
schedules for other projects within that
consortium. This adternative alows for more
flexibility to accommodate other activities.

Those counties requiring special attention may
lose the benefit of having county-level focus on
business processes, because they are either
grouped into training with other consortium
counties that may not have similar business
processes.

C-1V counties as well as Ventura County may
not have similar processes, as they are not using
the same digibility system.

Consortia counties are not necessarily
geographically close to each other. This
approach may require extensive travel for some
counties, such as Modoc or Imperid.

Alternative 3: Train-the-trainers by Geographic Region

Pros Cons

This approach is relatively more convenient for
county trainers than Alternatives 2 or 4 because
it requires the least amount of travel.

This approach does not promote the
customization of change leadership activities by
consortium system or by county. Business
process changes would be discussed generically
during training, and counties would be
responsible for applying generic concepts to
their specific county.

This approach can be implemented based on
past experiences with other projects. For
example, specific regions and training facilities
have dready been identified by the EBT and

This approach requires relatively more planning
to locate appropriate facilities to accommodate
trainers, as well as coordinating schedules for
counties' rollout date.
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Pros
SAWS-TA projects.

Cons

This approach is more accommodating of each
county’ s schedul e because each county would
have severa choices for location and schedule
of training.

This approach does not promote the level of
user buy in as Alternatives 1 or 5, which
provide county specific attention and/or
enhanced flexibility to accommodate county
scheduling restraints.
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Alternative 4: Train-the-trainers at a Centralized Location

Pros Cons

The WDTIP Implementation Team would be
ableto train at existing State training facilities
and is able to offer five classes each week.
These facilities which may include for example,
the HHSDC Training Site or the ISAWS
Training Site, would provide access to the
training region for alarge number of users.

With a centralized location, county designated
trainers may need to travel dightly more than
expected to receive training. This does not
necessarily increase the time away from the
county, but will increase travel costs for some
counties.

Because of the availability of severa facilitiesin
Sacramento, the WDTIP could hold concurrent
classes, which would accelerate training.
Relative to the other aternatives, this method
would be the easiest for the WDTIP
Implementation Team to deliver the training to
counties, since State facilities are aready
connected to the MEDS training region and no
travel would be required.

This alternative may not promote the highest
level of county buy-in, sinceit requires travel
cost and time which might otherwise be avoided
with other approaches.

This approach does not promote the
customization of change leadership activities by
consortium system or by county. Business
process changes would be discussed generically
during training and counties would be
responsible for applying generic concepts to
their specific county.

Alternative 5: Train-the-trainers Using a Combination of the Approaches

Pros Cons

This dternative is the most flexible approach,
alowing for the incorporation of county
preferences and constraints when determining
the training sites and schedule.

This aternative requires more effort by the
WDTIP Implementation Team to identify and to
develop ways to accommodate county
preferences. This approach may establish county
expectation that the WDTIP Implementation
Team can accommodate the approach that best
suits the county. Given limited WDTIP

resources, constraints would need to be placed on
county requests.
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Pros Cons

This dternative could potentially accommodate
those counties that may require specia attention
due to the number of staff impacted by the new
system and the extent of business process
changes.

This dternative il requires county trainers to
travel to atraining site. However, it is dightly
better than Alternatives 2 and 3 because some
counties may not need to travel, asthe WDTIP
Implementation Team may plan some Site visits
to counties.

This option aso contributes to county buy-in
because it considers the specific needs of each
county, and attempts to accommodate county
scheduling congtraints.

Though resource commitment must be carefully
monitored to ensure the WDTIP Team can
manage the training workload, this strategy
could provide consderably more flexibility in
exchange for amargina increasein WDTIP
resources to plan and execute training.

7.6 Selected Training Strategy

Alternative 5

Train-the-trainers Using a Combination of the Approaches

Based on our andlys's, the most gppropriate strategy for training the county trainersis
Alternative 5. Train-the-trainers Using a Combination of the Approaches. This strategy
balances the need for training results and the effort of resources required from the

WDTIP Implementation Team and counties. Training using a combination of approaches
provides the maximum amount of flexibility because it consders the needs of each

county, in exchange for amargind increase in WDTIP resources to plan and execute

traning.

This grategy alows the WDTIP Implementation Team to accommodate those counties
that may require specid attention due to the number of staff impacted by the new system
and the extent of business process changes. While Alternative 1 aso alows the WDTIP
Implementation Team to accommodate county-Specific needs, it would require
consderable time and effort to implement. Based on the strategy of rollout with the big
bang approach, county trainers who were trained during the first week of training would
not be given access to the new system for up to 15 weeks. Because the training region
will not be developed until mid April, some counties would need be trained in the post-
rollout period, which does not promote immediate use of the system, and leaves counties
that have not been trained with no access to statewide data. Thus, Alternative 1 isnot an

effective gpproach for training.
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Although Alternative 2 promotes training results by grouping counties with Smilar
business processes in one class, it does not provide the flexibility to accommodate
counties that require specid attention. Because larger counties may require more time to
train their end users, they may need to begin training earlier than smaler counties.
Alternative 2 may not provide the flexibility to do this, Snce counties in the same
consortium would be scheduled to train together, depending on size and specific need.
While Alternative 2 accommodates some business process discussions at the consortium
level, Alternative 5 provides more flexibility to accommodate those counties that require
gpecid attention in addition to consortium level business process discussons.

Rddiveto Alterndive 5, Alternative 3 is less accommodating for maximizing training
results. Alternative 3 alows each county severd choices for locations and scheduling of
training. However, Alterndive 5 is the most flexible gpproach, dlowing the training to
take place within consortium or for individua counties. Grouping counties by geographic
region only would render it more difficult to promote the customization of change
leadership activities. Alternative 5 offers a better form for change leadership activities by
training counties within each consortium regiondly, while dlowing flexibility to make
county specific vists.

While Alternative 4 minimizes travel for the WDTIP Implementation Team, it increases
travel requirements for county trainers. Alternative 5 brings more balance between the
resource requirements for both the counties and WDTIP Implementation Team.
Alternative 5 dso promotes better county buy-in by bringing training regiondly to
consortium counties and to counties that require separate training outside of consortium
and regiond training, based on the rollout schedule.

7.7 Strategy Detail

7.7.1 Analysis
During the andys's phase, we will gather informéation to formulate a detailed training
plan. Activities during the andys's phase include:

o Assessing Training Needs. The WDTIP Implementation Team sent out aWDTIP
Implementation Questionnaire to assess training needs for each county. During the
regional meetings with counties in October 1999, the participants will identify the
target group of trainees (end users), and assess the training needs of each group. A
number of questionswill be posed to assess the learning needs of each group.

o ldentifying the Target Audience. The WDTIP Implementation Team will first
identify end users and then identify the WDTIP functions that they will need to be
trained to use. The information may be gathered through surveys and discussonswith
county representatives, WDTIP State representatives and WDTIP vendors.

o Identifying the Course Content for the Train-the-trainer Session. The train-the-
trainer course includes WDTIP system training. Some counties have expressed the
need to include atrainer course for trainers, in addition to system training. This
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course includes adult learning principles and hands on practice of ddivering WDTIP
gystem training.

o Determining Post Rollout Training Needs. Some counties may chooseto tranina
hands-on classroom setting before rollout, others after rollout. If counties choose to
train after rollout, the WDTIP Implementation Team must assess the need for
maintaining the training region.

7.7.2 Design

The results from the analysis phase will be used to design the curriculum, develop a
training schedule and develop a detalled training plan. Activities during the design phase
indlude:

o Deveopingthe Training Plan. The results from assessng training needs and
identifying the target audience will be used to develop the training plan. The training
plan may include the train-the-trainer schedule, course ddlivery method and
curriculum objectives.

o Defining Course Content for the Train-the-trainer Session. Results from the
andyss phase will enable the WDTIP Implementation Team to determine the content
of the train-the-trainer course. The train-the-trainer course may include ingtruction
regarding how to be atrainer, aswell as system training.

o Determining Content of the End User’s Cour se. The course content will be
outlined based on the results of the analysis phase. The content of the end user
documentation will dso be determined.

o Coordinating with CountiesConsortia to I dentify County Training Schedule.
Thiswill hep the WDTIP Implementation Team plan the train-the-trainer course
timdine for jug-in-time training and prepare the schedule for technical connectivity
needs.

7.7.3 Development
After the course contents are defined and outlined, the WDTIP Implementation Team
will develop the training courses. Activities during the development phase include:

o Developing WDTIP End User Training Material. Thisindudes traning manuds,
handouts, learning activities, training database and user documentation.

o Developing Train-the-trainer Material. Based on the andyss phasg, if the trainers
require an additiona session regarding how to be a trainer, which includes adult
learning principles and hands-on practice of teaching the sysems training course,
materid will be developed & thistime.

o Preparing the Training Region. The training region is a separate region that
smulates the production region, which may contain up-to-date screens and data for
fictiond program participants.
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7.7.4 Implementation

During the implementation phase of training, the WDTIP Implementation Team performs
adry run using the training materid developed for end users, and ddiverstraining to
trainers. Activities during the implementation phase include:

a Ddivering Pilot Training. The WDTIP Implementation Team will deliver end user
systemstraining to the —User Acceptance Testing Team.

o Training County Trainers. The WDTIP Implementation Team will train county
trainers usng the train-the-trainer approach.

o Training End Users. After attending the train-the-trainer course, county trainerswill
train county staff (end users) at their counties.

7.7.5 Maintenance
Maintenance involves maintaining the training material and the training region. Activities
during the maintenance phase include:

o Revisng Training Material After Pilot Training. Incorporate appropriate revisions
to training materid and the training database as required based upon pilot training and
changesin system functiondity.

o Maintaining the Training Region. The training region contains a copy of the
WDTIP production screens and database, which will provide a comprehensive
interactive environment to smulate the use of the production sysem. The datain the
training region may need periodic updates and refreshes during the train-the-trainer
program.

7.7.6 Evaluation
Formd evauation activities occur after ddlivering training sessons. Activities during the
evauation phase include:

o Conducting Informal Evaluations. Evauations occur during al phases of the
ingtructiond systems development lifecycle. Feedback received from these
evauationsis consggtently used to revise the course and the materias.

o Conducting Course Evaluations. Perform evauation of pilot training sessons and
materias and make revisons as required. Perform evauation of train-the-trainer
ons and make adjustments given time congraints and as necessay.
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8. Change Leadership Strategy

8.1 Objective

The objective of change leadership strategy analysisisto identify and evauate the
various options available to determine and documert changes in welfare business
processes resulting from implementation of the new WDTIP sysem. The WDTIP
Implementation Team will aso determine the most effective way to communicate
business process changes to the counties, given specific assumptions and congraints.

8.2 Introduction and Definition

For the purposes of the WDTIP, change leadership is defined as the process by which
business process changes are identified and implemented. For the new WDTIP system, a
number of county business processes are expected to be impacted, specificaly those
associated with file dearance and determining initid and ongoing dligibility to the
CaWORKSs program.

The purpose of change leadership isto ensure that system users understand not only how
business processes may change, but aso the benefits of the proposed changes. Changes
are more easlly accepted, supported and implemented when the user has a thorough
understanding of the reasons for the change.

The overdl god of the change leadership drategy isto facilitate and promote acceptance
and use of the new system by dl end users aswell asto provide counties with the
methodology and tools to identify business process changes and communicate those
changesto the users.

8.3 Assumptions and Constraints

For the purpose of thisandyss, the WDTIP Implementation Team has made assumptions
and identified condraints in developing the change leadership strategy. These include:

8.3.1 Assumptions

o Thenew WDTIP sysem will primarily affect two distinct business processes: (1) file
clearance and (2) determining digibility. The business process changes affect the way
counties conduct their business.

o Countiesare dready familiar with the Pre- SAWS system. The change in business
process, therefore, should not be profound.

o Countieswill be responsible for providing resources to asss with al change
leadership activities within their repective counties, regardless of the gpproach
selected.

o Thesysemwill berolled out to al counties no later than July 31, 2000.

o Thecountieswill have limited resources to dedicate to change leadership activities.
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o The WDTIP Implementation Team will be competing againgt other county priorities
and projects.

o Exiging communication mediawill be utilized to communicate generic busness
process changesto al counties, regardless of the approach selected.

8.3.2 Constraints

o Thetraning sessons and curriculum will be used to communicate generic business
process changes, regardless of the approach chosen (therefore change leadership
activities need to be completed prior to curriculum development and training).

o Implementing the changes in business processes pecific to each county will need to
take place after rollout has occurred.
o The WDTIP haslimited resources to perform change leadership activities.

8.4 Alternative Analysis

8.4.1 Alternative Analysis Approach

To determine the preferred change leadership strategy, the WDTIP Implementation Team
identified two options to conduct change leadership activities. The purpose of this
dternative andlysis is to determine which strategy provides the best gpproach to
implementing change leadership in the counties. The best gpproach will be represented
by the one strategy that best meets the evaluation criteria outlined in the section below,
and adheres to our specific assumptions and congtraints.

The dternative andysswill condg of the following seps:

Identification of the criteriafor evauating the change leadership strategy adternatives
I dentification and description of the system change leadership Strategy dternative
Evauation of each dternative in rdlation to the other

Selection of the “best” dtrategy

000D

8.4.2 Criteria for Evaluating Alternatives

In weighing the relative merits of each dternative, our assumptions, congraints and
evauation criteriawere dl consdered. The table below explains the criteria used to
measure the benefits and drawbacks of each dternative. The importance factor indicates
the relaive importance placed on the specified criteria, with “1” indicating most
important, and “4” indicating least important. For example, it is very important for
counties to actually implement the recommended change leadership practices. If counties
are not committed to identifying process changes, the system will not be utilized
effectively. Hence the County Buy-in and Utilization of the System criterion has been
given a“1” importance factor. Smilarly, the sdlected change leadership strategy is not
expected to be incompetible with the rollout and training Srategies, therefore the
Compatibility with the Rollout and Training Strategies criterion was given an importance
factor of “4.” Note, however, that the importance factor should be used asa generd
messure of Project priorities and desired outcomes, not as an exact indicator of
importance.
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Table 8-1: Criteria for Evaluating Change Leadership Strategy Alternatives

Importance
Factor

Criteria Description

County Buy-in and Change leadership activities can facilitate county
Utilization of the System | acceptance, which isthe first step to ensuring that the
system will be used. County acceptance is aso
important in promoting support for the Project. Because 1
the success of any implementation effort relies heavily
on user buy in, this criterion has been ranked the highest
priority for evauation.

Resour ce Requirements | The WDTIP Implementation Team and the counties
have limited resources to conduct change leadership
activities. The strategies will be evaluated based on the
level of resources required to implement the approach. 2
The selected strategy, therefore, must balance the
attention given to counties with the restraints dictated by
WDTIP resources.

Schedule The overall timeframe for completion of WDTIP is
aggressive, leaving little time for flexibility in tasks and
schedules. Alternatives must work within already-

specified schedules. Additiondly, aternatives should 3
not interfere with other State projects and county
priorities.

Compatibility with The change leadership strategy should not negatively

Rollout and Training impact the Project’ s ability to execute training or to

Strategies rollout the system to end users. A strategy that helps to 4

simplify the training or rollout approach will be weighed
with more favor than one that does not.

8.4.3 Change Leadership Alternatives

Thefallowing two aternatives represent the options WDTIP believes are viable for
implementing change leadership activities. These dterndtives were established through
srategy discussions with State and vendor representatives from the WDTIP Team.

Alternative 1 — I dentifying the High-Level Business Process Changes and
Communicating Those Changes Using Existing Communication Media and Training
Sessions. For this dternative, the WDTIP Implementation Team would develop high

level change leadership plans (that include the high level business process changes),

would communicate these through existing communication mediaand training sessons,

and would provide support to the counties via templates and county vigits. Along with the
high-level business process changes common to dl counties, the Implementation Team

would provide counties with the methodology and tools necessary to customize the

change leadership plan to meet the needs of each county and its system users. The
Implementation Team would utilize the exigting communication media detailed in the
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Updated Stakeholder Communication Plan, train-the-trainer sessons, training
curriculum and Ste vistsif requested, to further communicate the common business
process changes and to assst the counties in customizing their change leadership plans.

Because a generic change leadership plan will be developed for each of the countiesto
use as atemplate, the WDTIP Implementation Team could complete one plan for al 58
counties. Because the Implementation Team may be asked to vist more counties than
time or resources will alow, the Implementation Team will develop criteriato determine
the necessity of county visits when requested and aso to prioritize those requests once

deemed necessary.

Alternative 2 -l dentifying County-Specific Business Process Changes and
Communicating Those Changes by Conducting Site Visits and During Training
Sessions. For this dternative, the WDTIP Implementation Team would assst counties
with the development of county-specific change leadership plans through avariety of
activities. Firdt, the Implementation Team would identify high-level business process
changes common to al counties and develop a change leadership approach. Not only
would the Implementation Team disseminate thisinformation to the counties so they may
develop their county-specific change leadership plans, but the Team would aso conduct
county Ste vidtsto assst with the development of those change leadership plans. During
these dte vidts, the Implementation Team would assst county staff with identifying the
county-specific business process changes as aresult of the WDTIP system. Once the
changes have been identified and the plan completed (i.e., the changes are documented),
the WDTIP Implementation Team would incorporate the changes into the training
curriculum so that the appropriate staff will benefit from the change leadership plan.

This dternative will require the WDTIP Implementation Team to travel to al 58 counties
and spend one to two days identifying and documenting the county- pecific business
process changes, requiring approximately 15 weeks to complete the activities.

8.5 Change Leadership Alternative Analysis

8.5.1 Summary of Results

The following section of the change leadership strategy provides the detailed andysis of
the two options proposed above to devel op and communicate change leadership plans.
We have provided below a summary grid of our findings for each of the dternatives. In
our summary grid, a“=" indicates that, for the specified criteria, the aternative will not
provide afavorable result as compared with other dternatives available. A “0”indicates
that, for the specified criteria, the dternative will provide afavorable result as compared
with other dternatives available. The best dternative, therefore, isthe onethet is
relatively better than the other options. A Neutral indicator indicates thet the criterion is
neither less nor more favorable compared to other dternatives considered.
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Table 8-2: Summary of Alternative Analysis

Alternatives

Criteria 1 Generic A
1. County Buy-in and Utilization of the System Neutral 0
2. Resource Requirements 0 =
3. Schedule 0 =
4. Compatibility with Rollout and Training Strategies 0 =

8.5.2 Pros and Cons

This section of the change leadership strategy presents the benefits (Pros) and drawbacks
(Cons) of each of the strategies under consideration. This section represents the content
of our andys's, and will determine which strategy provides the mogt efficient and
complete solution to change leadership activities for the WDTIP. The Pros and Cons
discussed here directly correlate to the evauation criteriaidentified above.

Alternative 1: Identify the High-Level Business Process Changes and
Communicate Those Changes Using Existing Communication Media and
Training Sessions.

Pros Cons

Minimal WDTIP resources will be required for Spending one-on-one time with counties may
this alternative because the WDTIP facilitate increased county acceptance and
Implementation Team would develop one potentially more utilization of the WDTIP
change leadership plan that will identify system than what is proposed here in Alternative
common business process changes and develop 1. However, this criterion is rated as Neutral

the methodology and tools that can be used by because the WDTIP Implementation Team

al counties. The common changes, methodology intends to support and provide guidance to

and tools will be disseminated to dl of the counties, as well as conduct site visits when
counties at the same time. necessary. Thiswill promote county buy-in and

utilization of the system, just not at the same

Additionally, requests for site visits will be level as Alternative 2.

limited to those counties with pre-existing
complex business processes that may require
assistance from the WDTIP Implementation
Team.

Because this dternative limits Site visits with
counties, the WDTIP Implementation Team will
have more control over which counties they visit
and when. Thiswill require less time and
resources for site vigits than Alternative 2.

Printed Date: 12/18/00 10:52 AM 62 Last Updated:12/18/00 10:52 AM
FAUSERDATA\WDTIPWEB\docs\DelivP1\Implementation Strategy V07.doc



Welfare Data Tracking Implementation Project HHSDmc
Implementation Strategy

eeeeee

The time savings redlized from limiting Site
vists make Alternative 1 much more likely than
Alternative 2 to be compatible with the rollout
and training strategies.

Alternative 2: Identifying County-Specific Business Process Changes and
Communicating Those Changes by Conducting Site Visits and During
Training Sessions.

Pros Cons

Conducting site visits and working directly with Traveling to and spending two to three daysin
the staff of al 58 countiesis much more likely each of the 58 counties will require an extensive
to enhance county acceptance and increase amount of WDTIP resources. The limited
utilization of the system than in Alternative 1 number of WDTIP Implementation Team
because changes can be tailored to meet the members may not support this approach.

unique needs of the individual counties.

Given the existing resource level, conducting site
vidgtsto al 58 counties will take approximately
three to four months, making it impossble for
the WDTIP Implementation Team to complete
the visits within the WDTIP timeframe/schedule
and with the WDTIP s existing resources.

Conducting 58 county visits will undoubtedly
interfere with the training strategy. Additionally
to ensure that al counties are visited within the
WNDTIP schedule, change leadership activities
will have to start before rollout, which will
negatively impact the rollout strategy.

8.6 Selected Change Leadership Strategy

Alternative 1

Identifying the High-Level Business Process Changes and Communicating Those
Changes Using Existing Communication Media

Based on the above eva uation, Alternative 1 has been selected as the most appropriate
gpproach for the WDTIP change leadership strategy. Although Alternative 2 ranked best
for the most important criterion, County Buy-in, it will undoubtedly require greater
WDTIP resources than Alternative 1 and will result in scheduling and compatibility

issues. And, dthough achieving county buy-in will be eeser with Alternative 2,

Printed Date: 12/18/00 10:52 AM 63 Last Updated:12/18/00 10:52 AM
FAUSERDATA\WDTIPWEB\docs\DelivP1\Implementation Strategy V07.doc



Welfare Data Tracking Implementation Project HHSD

California Health & Human
rvices ey Dat

Implementation Strategy —

opportunities to achieve county buy-in and to promote and encourage use of the system
do exist with Alternative 1.

8.7 Strategy Detail
Based on the above sdected gpproach, future change leadership activitiesinclude:

o Gather information on high level current and future business process changes and
identify the differencesin thetwo
- Use exiding documentation, surveys, interviews, Ste vists and regional meetings
as aforum to gather high-level business process change information
Compile survey results to determine how the process changes will differ and if the
processes differ by county or by consortia

Determineif additiond information will be needed. If S0 vigt representative
counties (by Sze, consortia and previous involvement)

o Evduate information gathered and develop ahigh-level change leadership plan, as
well as the methodology and tools

Andyze the high-level business process changes and determine the impact of the
process changes

Include the process changes and impact analysisinto a change leadership plan that
can be used by al counties

Deveop the methodology that counties will use to customize their county- specific
change leadership plans

Incorporate the common change leadership plan into the training curriculum

o Communicate results, disseminate al necessary information and provide support

Communicate the high-level business process changes common to al counties
through the existing communication media detailed in the Updated Stakeholder
Communication Plan

Provide the counties will the methodology as well astoolsto use to customize
ther plans

Provide support and guidance to the counties

Develop criteriato evauate and help prioritize county Ste viststhat are requested

by the counties for assstance with development of the county specific change
leadership plans
Conduct on-gte vidts

The details of the change leadership approach will be documented in the WDTIP
I mplementation Plan, due for submission in January 2000.
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9. Help Desk Strategy

Introduction and Strategy Definition

The WDTIP Help Desk will provide support to the counties during implementation and
ongoing use of the WDTIP system. Users can access the Help Desk via phone, fax, e-
mail and regular mail to obtain assistance with or ask questions about the system, screens,
reports and connectivity of the system. Users may aso obtain information on current and
future Project activities, aswell as on Project status. In addition, the Help Desk will dso
serve as the vehicle for requesting changes to the system (see Section 10, Change
Request Strategy). The Help Desk staff at the HHSDC Cannery site will dso provide
second level help to the WDTIP.

All cdlsto the Help Desk will be tracked usng Remedy. The Help Desk staff will

answer any questions and will try to resolve any issues immediately after receiving a

Help Desk ticket. However, if an issue cannot be resolved, the ticket will be forwarded to
the appropriate WDTIP Team member, or the second level help and the Help Desk staff
will notify the user of the status and the steps to be taken to resolve the issue.

Help Desk procedures were developed during the SAWS-TA Project. The WDTIP
Implementation Team will update those procedures and adapt them for the purposes of
this Project rather than develop an entirely new Help Desk strategy. These procedures
will befindized and included as a part of the Implementation Plan.
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10. Change Request Strategy

Introduction and Strategy Definition

Change request is a process that provides stakeholders, including users, with ameansto
request changes, corrections or enhancements to the WDTIP system. Externd
stakeholders will request changes by contacting the Help Desk (see Section 9, Help Desk
Strategy). The request is recorded by the WDTIP Help Desk and forwarded to the
Configuration Control Board where forma change request procedures will be initiated.
These procedures include discussions regarding the best gpproach to resolving the
request, gpprovals, execution and communication of the change. The resolution of the
Board will be tracked by the Help Desk and notification will be sent to the requestor. Al
change requests will be tracked using the Project Tracking System.

Change request procedures were devel oped during the SAWS-TA Project. The WDTIP
Implementation Team will update those procedures and adapt them for the purposes of
this Project rather than develop an entirely new change request trategy. These
procedures will be findized and included as a part of the | mplementation Plan.
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